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Abstract
Women Entrepreneurs: Bypassing the Glass Ceiling
by Building Their Own Businesses

Karen Fouks

August 17, L998

The existence of a so-called "glass ceiling" that prevents the advancement of

qualified women to the top levels of corporate management continues to be a topic for
debate. An examination of this issue reveals a spectrum of viewpoints ranging from strong
belief that the glass ceiling is a problem to firm denial that the glass ceiling exists.
On the assumption that the phenomenon cornmonly referred to as the glass ceiling provides
a description

of a social problem even as its causes and effects remain open to debate,

the researcher explores the options available to women who find themselves in a situation

of this description. One of these options, enrrepreneurship, is examined in funher detail
through the cases of ten women who chose entrepreneurship in response to a perceived
glass ceiling.
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Women Entrepreneurs:
Bypassing the Glass Ceiling

by Building Their Own Businesses

Preface: My Personal Journey
Like many women, I grew up struggling with issues of self-esteem. Crowing up
in the 1960s and 1970s, I have witnessed the rise of feminism as well as the backlash
against

it.

The stn:ggle to gain a sense of what it means to be a woman in this society is an

ongoing process, but as a product of my gender and generation, I was not raised to see my
future as something I could grab with both hands and make what I wanted it to be, even
though that possibiliry existed. I was the good gill I was expected to be, I did not make
waves and I thought the future would somehow be taken care of for me.
Orre argument among those questioning the existence or the importance

of a glass

ceiling is that a crucial reason women tail to advance at the same rate as men is that they fail
to establish concrete career goals. I suspect that my situation parallels that of many

vgsrlsx-fs1

some reason we did not feel entitled to dream of such a future. For many

women, such dreams would have to be subordinated to the needs of the husband or family,
so any career goals would have to be defined in reaction to existing situations (panicularly,
the husband's job) rather than concretely defined goals that the family would need to adapt

around.

In my lifetime, expectations of women changed from clearly defined roles as wives
and

mothers-the reward for these noble roles is that husbands take care of them

financially throughout their lifetimes-to an understanding that most women will work
even after they have married and had children.

I

According to a Wall Street Journal article, "the national longinrdinal surveys
found that even in the late 1960s, less than 30 percent of young women
anticipated that they would be working at age 35, yet when this group
actually reached 35, more than 70 percent of them were in the labor force.
Their underestimation of future work activity surely influenced their early
career preparation (or lack thereof). More recent survey data show a
dramatic change in expectations. The vast majority of young women now
report an intention to work at age 35."1

In addition, because of the high divorce rate, no woman can count on being
financially supported for the rest of her life. Societal strictures continue to dictate that a
woman is only truly successful

if

she is ma:ried (and her husband must be more successful

than she is) and has children. As noted by Kathleen Hall Jamieson, there are abundant
media images of the cold and desperate single career woman, who despite wealth and
prominence, does not have what really matters.2 The ffue brutality of this image lies in

how infrequently good, lasting marriages occur and how often domestic violence and
divorce do happen. It is for this reason that I am concerned that women as a group
abandon the dependence that we have been encouraged to embrace and the myth of finding
happiness in subordination rather than in partnership.

Women need to be capable of being strong and self-supporting and must believe in
their right to develop their full potential. It has been pa::ricularly disappointing to see
statements like the following in the media in the past several years: "f 'm not a feminist, but

I believe in equal pay for equal work." "f 'm not a feminist, but I believe that women
should not be excluded from job opportunities simply because they are women." The
women making these statements negate the struggles, sacrifices and successes feminists
have made at the same time they want to receive the

justifies to some extent the anger,

sense

full benefit of them. Such a mentality

of threat and suspicion some men have that women

want to get rewards and promotions without doing the hard work it takes to eam them.
There are two critical aspects to success. The first is the importance of dreams; the
second is working hard to achieve success. The glass ceiling takes away your power to

fulfill your own dreams through hard work.

Some see the small number of women who
2

have made

it through the glass ceiling

as hopeful, as an

indication that it can be done if only

we work smart enough; others see it as a depressing reminder that sexism is alive and well.
Measures to address sexist wrongs can lead to backlash in the long

run. Many minoriry

members recount incidents where they were regarded as having attained their positions
because of affirmative action rather than competence and hard work, and as a result were

treated with a lack of respect. But while the glass ceiling harms the female achievers, who
do not receive rewards and recognition appropriate to their contribution to their companies,

it also does damage to women who are struggling to build their confidence and their futures
through their dreams. How can you learn to dream when you know that there will likely be

limits ro your success that have nothing to do with your initiative, abilities or the quality of
your work? Why sacrifice your time, energy and talent to benefit an employer who will not

fully recognize or reward you for it?
In this context it is not surprising that women are turning to entrepreneurship as a
means to live out their dreams. With the freedom to sreate an environment that reflects their

own values and priorities, women are thriving. Currently, women entrepreneurs have a
business failure rate of approximately 25Ta, compared to 33Vo when all businesses are

considered.3 For those who cannot or do not want to squeeze into the constraints of the
co{porate suit, entrepreneurship seems an excellent way of becoming a leader in the

community.

J

Women Entrepreneurs: Bypassing the Glass Ceiling

by Building Their Own Businesses

Problem Statement, Hypothesis and Description of Methodology
The Class Ceiling refers to "invisible, anificial barriers that prevent
qualified individuals from advancing within their organization and reaching
full potential."a It is one manifestation of the continuing historical struggle
for equal rights for women.
The glass ceiling has implications for all women, as well as for society as a whole.

Among these issues are the limits the glass ceiling may place on their life choices, the
philosophical and spiritual ramifications of being unable to achieve economic equality with
men, and the damage done to society by stunting the growth of huge numbers of talented

individuals and potential leaders. Also, the glass ceiling is a part of the larger economic
issue of women's economic inequality with men. Equal pay for equal work is still not a

reality and women (panicularly single mothers) constitute the majority of the nation's poor.
This issue is directly relevant to the field of leadership. The glass ceiling, after all,
defines the situation whereby women have been unable to achieve the highest positions of

leadership. But while the ranks of CEOs and company presidents are overwhelmingly
white and male, certain female business and organization leaders have been very
successful. How have these exceptional women achieved their success? To what extent
were they hampered by the glass ceiling? Did they work around it or break through

it?

Is

it

possible to translate their success stories to a strategy for other women?

In recent years there have been positive developments for women in the work force.
The percentage of all "executive, administrative zurd managerial" positions held by women
rose to more than 4OVo in late 1991;

in 1996, women started approximately two-thirds of
4

the new businesses in the United States.'

Ho*rver, in

1996 only ?.4Vo of the Fortune

5OO

companies' corporate officers were women, though women comprised neady half of the

work force.u There has been intense public debate as to whether this indicates the existence

of a glass ceiling or simply reflects the failure of great numbers of women to seek upper
level positions combined with the fact that those women seeking these positions have not

worked enough years to gain the necessary experience and skills to advance to the highest

levels. A fundamental disagreement between the opposing sides of this debate is whether
the responsibility for rectifying this situation lies with the

employers-who, under

government pressure, should provide programs to develop women and minorities for highIevel roles within their organizations<r with individuals. In any case, because it will be
much easier for individuals to adjust their own behaviors rather than to wait for sociery to
evolve into a fair and equitable place, the initiative of the individual will be a critical factor

for advancement to the highest levels.

With the current climate of backlash toward "political correctness," combating the
glass ceiling carries special challenges. The recent scaling back, and elimination,

of some

affirmative action programs reflects societal hostility to giving advantages to the historically
disadvantaged. In this sense, some affirmative action initiatives may have been

counte{productive. Because tokenism did occur in some cases, placing some unqualified
individuals in situations for which they were not prepared, other individuals became
skeptical of women and minority members' abilities, questioned their qualifications or
resisted their leadership. This has resulted in an unfair situation for those who are

competent and well-qualified. Their skills are overlooked and envious co-workers believe
that their success is a result of special treatment.

At the same time, women who were earmarked to reach the highest levels of
corporate success from the trajectories based on their credentials and the success they had
achieved at that time failed to do so.

5

Some explain the relative dearth of women in top jobs by contending they
haven't been in the career pipeline long enough to deserve to emerge from
the end of it. Not true, says Judy Mello, 46, who was CEO of First
Women's Bank in New York City in the early 1980s: "My generation came
out of graduate school 15 or 20 years ago. The men are now next in line to

run major corporations. The women are not. Period."
In fact, there were already 100 women executives who were on the fast
track to the top as far back as 1976, according to Basiness Week. But
when the magazine revisited them 11 years later, not one of them held the
top spot in a public corporation (unless they inherited the position or started
the business).7
This paper will examine the phenomenon of the glass ceiling and how women deal

with it when they encounter it, and will focus on entrepreneurship

as one response to this

problem. The cases of 10 women entrepreneurs-some well established and highly
successful, others still working to that

end-will

then be presented.

Hypothesis
Assuming that ttre glass ceiling is

a real

phenomenon, it is expected that women

whose experience with it persuaded them to leave their corporate jobs and start their own
businesses

will

express a high degree

of satisfaction with their choices, both in terms of

material and emotional rewards. As will be detailed below, there are many facets to the
argument of whether and how women can reach the highest levels of corporations; no
argument denies the sacrifices of time and autonomy that must be made to achieve this type

of success. Thus, for women who wish to have a maximum degree of control over their
lives and decisions, owning their own businesses appears to have the highest potential to
provide satisfaction. It is hypothesized that among the options available to women
confronting the glass ceiling, entrepreneurship provides the greatest opportunity for
autonomy and personal success.

6

Definition of Terms
A number of terms will recur throughout the discussion of the literanrre and in the
case studies. These frequently used terrns are defined below in order to clarify their

meanings as understood and used by this researcher.

The Glass Ceiling refers to "invisible, anificial barriers that prevent qualified

individuals from advancing within their organization and reaching full potential."s The
possible existence of the glass ceiling has been considered a political problem the past few
decades because

"[it] is not simply a banier for an individual,

inability to handle

a higher-level

job.

based on the person's

Rather, the glass ceiling applies to women as a group

who are kept from advancing higher becatue they are women."e

The Occupational Pipeline refers to the fact that certain educational credentials
and occupational experience

a.re

required to qualify one for upper management positions.

Individuals who have achieved all of these necessary credentials are referred to as being "in
the pipeline" for such positions.'o On* argument against the glass ceiling is that, because

they take time off for motherhood or work limited hours for a number of years, many
women simply have not put in enough time on the job to be in the pipeline for the highest

posltlons.

ll

An Entrepreneur is "One who organizes, manages, and assumes the risks of

a

business or enterprise."lz Translated literally, this term means "between-taker" or "go

between."l3 In its earliest incarnation this term referred to people whose roles would be
defined as "project managers" or "middle men." It was not until the twentieth century that
the entrepreneur was conceived of as an innovator, as one who combines resources or
systems in a new

way. It is this latter

sense that prevails in the understanding of the

7

entrepreneur toduy.'o For the majority of the cases addressed within the confines of this
paper, "enEepreneur"

will refer specifically

to one who has started her own business. In a

small number of cases, it will refer to an individual who took on a leadership role within an
organization and who, for all intents and purposes, reinvented the essential corporate
strategy.

Rainmaking refers to the ability to generate business, to attract clients or to
otherwise contribute directly to an organization's bottom line. How exactly this is
accomplished will vary according to the nature of a business; for example, an accounting

firm would depend on rainmakers to procure new clients while

a manufacturing

firm would

rely on sales staff to sell its products. Rainmaking ability is one of the most heavily
weighted factors when organizations must choose whom they will promote to their highest
executive positions. Women traditionally have filled roles in staff functions such as
communications and human resources rather than in line functions such as manufacturing

or sales. Because it is line positions rather than staff positions that contribute explicitly to
an organization's bottom line and thus generate the pool of candidates for the major

leadership roles for an organization, it is important that women who wish to advance to the
highest levels understand the importance of rainmaking in the context of organizational
dynamics.l5

Feminine

vs.

Masculine Leadership Styles-A number of authors identify

what they describe as distinctively feminine and masculine leadership styles. Generally
speaking, the masculine leadership style is the style that has prevailed historically. It is
characterized by competitiveness, success understood as a zero-sum game (win-lose
scenario), a transactional system of rewards and punishments directly related to the quality

of one's work, and highly stratified, pyramid-style, hierarchical organizational sffuctures.

By contrast, feminine leadership styles are defined by their emphasis on cooperation and

I

collaboration, team building, success understood as developing win-win scenarios, and
sensitivity to the needs of the individuals within the organization. The organizational
structure is described as a web or a network rather than a pyramid, where information and

power are shared rather than hoarded.l6

The Double Binds of the Glass Ceiling
In her influential book, Beyond the Double Bind: Women and Leadership, Kathleen
HaIl Jamieson identified "double binds," situations in which women are "damned if they do
and damned

if they don't."17 In otherwords,

there are situations in which two

characteristics are considered mutually exclusive; cultivating one characteristic supposedly

will

have a detrimental effect on the other. One example of such a double bind, according

to Jamieson, is "womb/brain": women have historically been considered to be intellectually

inferior to men, and yet when women have attempted to take action to overcome this
presumed "inferiority," male medical "experts" publicly asserted that this unfeminine

behavior would have a damaging effect on a woman's fertility.l* Ju*i*ron identifies and
describes four additional double binds: silence/shame, sameness/difference,
femin inity/competence and agi n g/i nvi sibil ity.

I

e

There are situations specific to the world of work which appear consistent with

Jamieson's theory of the double bind. These are cases in which being noteworthy in one
category may mean that others may see one as lacking in another area; for example, a
person who is perceived as being "nice" may not be considered decisive or authoritative.

Two business-related double binds the researcher has identified

as being potential problems

for women are described below"

Individuality vs. Being A Team Player: How to be a star and fit in at
the same time. In order to be successful in a business, one must be recognized

I

as a

team player. By virtue of their gender, women often are cast in the role of outsider, so

fining into the corporate team may be a challenge from the start. In order to be promoted,
one must stand out as having extraordinary abilities or potential. Upper level management
and administration require some critically different traits and attitudes than do lower level

positions. In fact, traits that may have been helpful at first, such

as

conformity to the

corporate culture, may need to be de-emphasized in favor of initiative and drive in order to
achieve upper level positions. One imponant example is the skill referred to as "rain-

making." This is the crucial skill of bringing business into

an organization,

of making the

money that pays the company's bills. Weakness in this area is often cited as a cornmon
problem for women leaders: They may have been relegated to staff ratherthan line
positions within an organization, precluding the possibility of proving their worth to the
organization by bringing in dollars, or their understanding of what it means to do their job

well may not have given rainmaking sufficient importance. In any case, rainmaking
requires determination, confidence, risk-taking and a degree of competitiveness. While
these traits are not mutually exclusive

with being a team player, balancing them is not an

easy task.

Comfort vs. Competence: Femininity and Societal Roles vs. the
Need

to be Confident, Authoritative and To Take Risks.

While it is true that

the vast majority of people at the top level in major corporations are white men, they are

greatly outnumbered by white men who did not make it that far. But the fact remains that
research shows that people in management positions tend to promote people like

themselves. Thus, because women and minorities are less likely to be similar on an
external level, they are under added pressure to fit in and to make those around them

comfortable. Complicating this problem even further is the fact that traits that make a man
successful at the highest levels may not work for a woman. The issue of aggression poses
a

difficult balancing act. How can women resoncile the drive
10

needed to be perceived as

effective executives with the risk of alienating their superiors by being "unfeminine"?
Gender roles within society are still so strictly circumscribed that, in order to be highly
successful, women must develop strategies wherein their gender status gains a positive

focus. One recurring theme in the stories of successful women is that, despite the
resistance and discrimination they encountered, there have also been instances where the

novelry of their being female gave them an edge by attracting attention that allowed them
opportunities, which they were able to use to demonsffate their effectiveness and thus

parlay into succ***.'o

Highly successful women often display

a

comfon with their femininity that does

not dramatically break traditional stereotypes of a feminine ideal; their individualism has
been accepted by the men with whom they work because its straightforward nature has
made these men comfortable. Helgesen and Sellers stressed that the leaders profiled had a

strong sense of self, and were comfonable with their own femininity.zl This sort of poise
and confidence may prove to be the solution to this double bind.

Methodology
This paper will consult primary and secondary sources to examine issues related to
the glass ceiling and to compile the case studies

of l0 prominent women entrepreneurs

whose frustration with the glass ceiling led them to leave positions of power within

corporations. It will refer to public documents to describe the backgrounds of each of the
women leaders, the situation or defining moment that caused each to abandon work within
the corporate structure, the factors that led each to choose the particular businesses they
started, and the challenges and satisfactions of being a woman entrepreneur. This paper

will examine discrimination as it relates specifically to gender, not to the variables of race or
age, or other forms of

discrimination. Cases examined will be limited to women who came

11

out of the corporate environment and into ttreir entrepreneurial endeavor. Funher specif,rcs
regarding the professional delimitations of the cases examined will be discussed prior to the
presentation of the case studies.

Assumptions
The question of the existence and implications of the glass ceiling reflects curent
societal attitudes, which are shown in such political activities as the repealing of affirmative

action legislation in some states. Research will focus on the period from 1991-98; the
conclusions reached in this study may become outdated by changing circumstances such as
shifts in the balance of power among, and the priorities of, the political parties. The
dramatic rise in the number of women starting their own businesses that has characterized
the past decade is expected to continue at approximately its current rate; however, the exact

extent to which this trend is expected to increase and the secondary impact this trend will
have on the business world are Iikely to vary from current predictionr."

T2

Literature Review
In exploring the literanrre concerning the glass ceiling, the researcher perceived two
basic issues being addressed. The f,rrst of these issues, whether the glass ceiling does
indeed exist, has generated a specuum of responses ranging from strong belief that the
glass ceiling is a problem, to firm denial that the glass ceiling exists.

A synopsis of

these

responses is related below. The second issue that emerged assumes that the glass ceiling
does exist, and based on this assumption, what options do women have available to deal

with

it. A detailed elaboration

of these options follows the discussion of the purported

existence of the glass ceiling.

The Debate Over the Theory of the Glass Ceiling
The first question is whether there is indeed a glass ceiling or not, and thus whether
this term accurately describes women's situation. The second question is, regardless of

which analogy best describes the situation whereby women constitute a small minority of
corporate CEOs and presidents, where does the responsibility lie to rectify the situation:

within the organizations, by government pressure applied to organizations, or within
individual women to acquire the backgrounds and develop the management, business and
leadership skills needed to advance, just as men have had to do?

The Legal Viewpoint
The reports, A Solid Investment: Making Full Use of the Nation' s Hurnan Capital
by the Federal Glass Ceiling Commission and Pipelines of Progress.' A Status Report on

thc Glass Ceiling by the U.S. Depar:tment of Labor, describe the problem of the glass
ceiling in legal

t r*r."

Accordin gto Pipelines of Progre$.s, "the good news is that

panicipation rates of minorities and women in corporate management has [sic] improved.

l3

The bad news is that surveys of the corporate world do not point to an optimistic future
unless commitments to positive change are sustained and enhanced."24 Its reports showed
a discrepancy between

corporations' statements of commiunent to equal opportunity

initiatives and their follow-through. These reports, among others, form the basis for the
government policies on equal opportunity initiatives. One assertion is that "women with
better or equal educations earn less on average than men and there are proportionately fewer

women in top management positions."x Information is not available within this

publication on whether equal means equal. Do people being compared all have MBAs from

Ivy League schools, forexample, or is one person's MBA from Harvard Business School
considered equivalent to another's MFA in Theater Arts from a small Midwestern

university? In addition, most of the documents focus on the increase of participation by
women in the work force over the years from 1981-1991. This sort of progress appears
positive without delineating how many of these women actually have the credentials and
experience to compete for positions in the highest levels of management.
Catalyst, a New York-based non-profit research and consulting group on women's
issues, produced a study, "!V'omen in Corporate Leadership: Progress and Prospects,"

that examines the responses of 461 women who have broken through the glass ceiling to
325 male CEOs on the question of why women make up only 5To of senior management.26
Catalyst surveyed 7,251executive women in Fortune 1000 companies with a response rate

of

37 To;

Catalyst also conducted in-depth interviews of 20 executive women and 20 male

CEOs. The study details many areas in which there is a large perceptual gap between the
men's and women's explanations for this situation. One example: 52Vo of the female
respondents cited "male stereotyping and preconceptions of women" as a top factor holding

women back, compared with 75Vo of CEOs; 49To of women cited "exclusion from informal

networks" versus 15% of CEOs. This survey notes that women, even on an executive
level, "whether by self-selection, company steering, or tradition," have clustered "in staff
support functions, such as public affairs, human resources, or cenain finance position
L4

s.""

This study rightly addresses factors such as personal responsibility and how much control
an

individual has in being selected by her superiors for specific positions. Because

Catalyst is an advocacy and consulting group on women's issues, they have a vested
interest in diagnosing problems in the system for women achieving parity with men and

with publicizing the results. While bias resulting from the nature of this organization and
its research was not apparent to this researcher, the fact of this vested interest should be
considered in assessing the validity of Catalyst's findings. It is important to note,
moreover, that this study and the studies by the Department of Labor were quoted in
numerous articles and studies on this topic.

The Voices of Backlash
Most writers who oppose the policies recommended by the Glass Ceiling
Commission and the U.S. Department of Labor do not dispute the basic issue of the small
number of women currently holding positions in the highest levels within corporate
hierarchies; they generally take issue with the projections of women's future employment,

particularly with the need for government intervention to make effective change. KaufmanRosen represents this argument by stating that the number of women middle managers and
business owners has increased greatly and that most women with MBAs are only now

reaching the experience level required for top mimagement.zs
On a more extreme note, Lynch and Post claim that "gender-based wage gaps arc
caused by different choices of professions and the duration of time spent at work between

men and women... the wage gap between themdisappears when age, education and job

seniority are considered in the payment of *ages.'pe In a separate article on the same basic
issue, they take issue with a key statistic:

"If women

managers constitute only

SVo

of the

pool of people with the qualifications of corporate senior managers-.typically a [sic] MBA
and 25 years in the labor

force-we would expect women to be approximately

5To

of

senior managers... Any figures regarding senior management in Fortune 1000 companies
15

are meaningless

until we know the gender composition of the qualified labor pool." Lynch

and Post make use of statistics from the U.S. Deparunent of Labor'sreport "Facts on

Working Women" and the U.S. Census Bureau's Current Populations Reports "What lt's

Wonh: Educational Background

and Economic Status" and "Male-Female Differences in

Work Experience, Occupation, and Earnings: 1984" to take issue with the assertions of the
Glass Ceiling Committee's findings. While their charts are impressive, they have a
tendency to make general statements when specific differences beg to be delineated. For

example, they assert that the wage gap "virnrally disappears" when women and men are
compa-red who have made "similar

life choicss"-fi4ve attained the same level of education

in the same fields of study, chosen not to marry, etc.-without ever clarifying how close

"virtually" ir.'o Their arguments

are also flawed by their tone, which is too emotional to

establish them as dispassionate observers of this situation. One example: "This being the
case, myths

still parade as truths in the current discourse on women and preference

programs.'J' Another example: "When humans are viewed

as

individual agents, instead

of as the bricks for some elite academic's utopian construct, it is little wonder that women
have clustered in certain fields."3z

Their argument should be examined carefully in light of the current backlash. If the
inequities as portrayed by the Glass Ceiling Commission and the U.S. Depar:tment of

Labor are indeed exaggerated, then their policies will be unfair to white males. Even if they
are not exaggerated, it is important to study this argument in relation to the current backlash
against affirmative action policies. It is especially important to examine the different

assumptions and expectations of the two groups. Those who believe there is a glass ceiling

impeding women's progress assume that women should be represented in the upperranks
in proportions compamble to their representation in the larger population. Those who
oppose this viewpoint insist that women make life choices, such as marriage and family,

which may mean they put in fewer years of work than men. Because many women make

16

such choices, women as a group cannot achieve parity with men in upper level management
and executive positions.

33

Comparison of the Pro and Con
The literature represents the viewpoints of "revolution" (which subsequently becanre
established as government policy) and "reaction" in the battle for employment equity.

While both sides of the argument address the issue of qualifications, neither

doe s so

with

complete clarity. Affirmative action supporters do not indicate whether the qualifications of
men and women are exactly comparable; the opponents do not sonclusively indicate that the
success achieved is the same

for men and women with the same qualifications. Those who

oppose affirmative action assert that the playing field is level for both men and women; they
say the life choices, which women make as individuals, explain the discrepancy in numbers

among men and women at the highest levels of employment. Yet the numbers of
successful women (within the definition used in this study) are small enough as to remain

potentially problematical. As the helps and hindrances of governmental intervention in this
issue continue to be debated, one issue remains clear: the initiative of talented, driven

individuals will be a critical factor for changing the current situation. Examining the stories

of those women who are pioneers in their fields of expertise will provide important insights
for those who wish to follow in their footsteps.

Responses

to the Glass Ceiling

The next level of argument assumes that the discrimination cornmonly referred to as
the glass ceiling does indeed exist, but focuses on the question of how the problem should
be viewed and addressed. Agencies related to governmental bodies (The Glass Ceiling

Commission, U.S. Depanment of Labor, and the Governor's Task Force on the Glass

Ceiling [State of Minnesota]) produced reports asserting that govemment pressure should
be applied to organizations to make intentional progress toward providing truly equal
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opporrunities for women and minorities.3a Ann M. Morrison, Randalt P. White, Ellen Van

Velsor, and the Center for Creative Leadership wrote a seminal study, Breaking the Glass

Ceiling: Can

Women Reach the Top of America's l-argest Corporatiors? (hereafter

referred to as the CCL study), that stressed suategies an individual could use to increase
her power and effectiveness within an organizational structure, and thereby increase her

likelihood of being promored according to her abilities. These strategies will be discussed
in detail below.
Dawn-Marie Driscoll and Calol R. Coldberg take issue with the glass ceiling
image, a barrier that can only be broken by methods involving external force, asserting that
this image promotes the idea of women as victims of a male-dominated conspiracy. They
suggest that the terrn "comfort zone" depicts a far more accurate picture of most

organizational structures

:

Rejecting rhe notion that they had hit a glass ceiling, these women used a
different-image to describe what impacted their progress as they moved
along in their ca.reers: the comfort zone. Unlike the imagery of the glass
ceiling, which conveys a mental picture of an invisible, impenetrable barrier
that is specifically placed above a woman's head by a conspiratorial cabal of
male executives, the "zone" is simply a safe haven for those who belong
there. A glass ceiling is mean; you can see through it but you can't get
above it. Those who operate in a comfort zone are neither malevolent nor
biased; understandably, they are just doing what is comfortable, usual, and
habitual.... 3s

Driscoll and Goldberg assert that women who are able to penetrate the comfort ?r.ne
become members of "The Club," a position that

will allow them to make inroads on behalf

of other women, which will provide major change in the power structure in the long *n.'u
The implication is that the best way to fight the system is from the inside, by women
demonstrating undeniable competence and professionalism as well as the advantages of

feminine leadership styles (which tend to focus on cooperation and consensus building
rather than competition). Attempting to make gains for women by exerting external
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pressure

will inevitably

be counterproductive according the model of the comfort zone: The

adversarial dynamic of imposing laws onto a culture is antithetical to creating comfon

within it.
Driscoll and Goldberg are aware of the ways that comfort zone culture has

limiM

opportunities for women and do not deny the unfairness of what it has perpetuated.
However, their focus is on the most realistic way of coming to a satisfactory resolution to
the problem. For them, the path of least resistance

will

lead to women gaining the greatest

acceptance. Srategies on how to accomplish this will be detailed in the section on the
second of the alternatives listed below.

Women's Alternatives
The literature revealed five options chosen by women who encounter the glass

ceiling. The first two involve staying in one's current position. Of these, the first is to
simply accept the limitations as an inevitable result of the narrowing of the upper levels of

a

hierarchy, and as a trade-off for the added pressures and restrictions which make further
advancement undesirable

anyway." Th,

second is to reevaluate and reformulate one's

srrategies for success, acknowledging the difference between the positions to which one is

aspiring compared to the skills and attitudes needed for the positions attained thus far, then
making a concerted effort to reinvent oneself in the image of the position aspired to, facing
apparent obstacles as opportunities to demonstrate improvements in one's leadership, team

building and problem solving capabilities.
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The third option to consider is that the glass ceiling is not a problem of the industry
as a

whole, but of the specific corporation in which one is employed. Women considering

this possibility would then investigate other organizations where they might wish to work
and then change jobs to circumvent the glass ceiling.3e
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The fourth option is for women to retire or to take time to concentrate on family

responsibilities. The fifth option, which "Working Woman magazine reveals that nine out
of ten women contemplate," is entrepreneurship.*

M*y

women have moved beyond

dreaming, however; the number of women-owned businesses is increasing at twice the
rate of male-owned businesses, and as
33Vo,

of

1998, comprised approximately

I million, or

of U.S. companies.o'

Alternative

I:

Accepting The Inevitable: Staying

in the Same

Position in the Same Organization
"Let me stress the elusive nature of power positions-the positions these
women were offered. Power is rarely offered but widely sought. Very
few-men or women---€ver reach the top of major corporations." 42
The CCL study describes the difficulties in reaching the top levels of an

organization. With hierarchical srmctures, it is a simple reality that the higher one goes,
fewer spots are available and the competition to achieve them is intense. While it is true
that the vast majority of the people at the top level in major corporations are white men,
they are greatly outnumbered by white men who did not make it that far. Women have had

to struggle to get to their current positions may not find it worth the effort to advance

further. The scarcity of senior-level positions

as

well

as the fact that competitors

for such

positions will include the organization's top performers means that chemisury will become
even more important in the decision-making process than ever before. Because women

tend to be outsiders solely on account of their gender, this adds another level of pressure in

proving the higher one goes, the more stringent are the pressures and restrictions-and the
double binds.a3 The visibility that women have due to their comparatively smaller
representation in executive positions only increases as these positions reach the highest
levels of the corporate hierarchy. Pressures related to this visibility will likewise increase.
20

One example of this pressure: having one's words and actions interpreted not on an

individual level, but as if one were a spokesperson for one's gender, the result of which is
that one's mistakes can be construed as far more serious than

if

such actions had been

committed by a white male.

In addition, the demands and responsibilities of the positions become more intense the
higher up the ladder they are. For women who struggle to balance their career
responsibilities with the needs of their families, it is likely that putting in the necessary
hours each week to do one's job effectively and to convey one's commitment to the job, or
the need to travel at short notice, may become burdens too unwieldy to

justify the rewards.

In addition, the support system women have relied on may vanish as they progress. As
former sponsors become competitors and co-workers become subordinates, the
camaraderie and assistance they have given these women may erode or fade away

altogether, creating even more stress for these

*o*rn.oo Fo, this reason, many women

may consider that the best choice for them is not how far they can go within the
organization for which they work, but how they can find the level that allows them to
achieve the best balance among their competing needs to be with their families and to have a

satisfying career, and then to maintain that level. Many feminists have objected to the socalled "mommy track" because they believe that it prevents women from ever reaching the

top. However, this is by no means

a

given. Catalyst's study of women executives

indicated rhat 64Vo of the executives surveyed had children. While none of these
individuals described balancing the needs of their children with their executive
responsibilities, their experience shows that having a family does not preclude the

possibility of achieving a top-level position. Thus, women may have more flexibility in
pacing their careers and advancing than previously thought, and this situation is likely to

improve as women as a group are in the workforce longer and in increasing numbers.
Because the occupational pipeline argument implies that women advance as quickly as men

when their credentials match closely, women may have the greatest success by focusing
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their career planning on attaining all of the necessary credentials and diverse types of
experience necessary for their line of work rather than by sacrificing what many consider to
be the most imponant part of

life: having a family.

Alternative II: Staying in the Same Position in the Same
Organization But Trying New Strategies

for

Recognition

Those who have not become completely exhausted or frustrated may see the
obstacles to their reaching the top as a growth opportunity, a time to reevaluate their
strategies and priorities. A penrasive theme throughout the literature is how women

frequently believe that simply by being the most competent, by doing the best possible job,
they will receive the rewards and acknowledgment they deserve.

In reality, however, research shows that people in management positions tend to
promote people like themselves. Thus, because women and minorities are less likely to be

similar on an external level, they are under added pressure to fit in, to make those around
them comfortable. Many women who have attained the top jobs in their organizations
realized that making superiors comfortable can be more important than sheer ability in why
some are promoted over others with equal or greater qualifications.

In 1984 Ann M. Morrison, Randatl P. White, Ellen Van Velsor, and the Center for
Creative Leadership did a three-year study, Breaking the Glass Ceiling: Can Women
Reach tlw Top of America' s Largest Corporations? This study examined 76 of the top
female executives in Fortune 100-sized companies, and22 higher-level executives (16
male, 6 female) to add their perspective on these women. (The 22 higher-level executives
are referred to throughout the book as the "savvy insiders.";as The Center had conducted a

similar study in 1982 with 79 executives, 78 of whom were men. This allowed the
researchers to compare the success factors for both female and male executives.

The CCL study has senred as a central resource for many other writers on this
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topic. (Other resources most frequently cited by these authors are those distributed by the
U.S. Depa::tment of Labor and the Class Ceiling Commission at Cornell University.)
These suggestions are a pro-active approach women can use to change their siruations.

The study showed22 perceived strengths or assets which were described as
"success factors": the six considered most important were each used to describe at least

two-thirds of the successful *o**n.ou Th.r" six success factors are:
1

. Help from above-This is defined as support from a mentor, boss, and/or other

top executives who cultivate or tutor protdgds in the ways of the organization or give

opportunities to work on projects providing important growth opportunities and chances to
prove themselves.

2. A track record of achievements-This means aproven ability to ge.t the job done;
consistently demonstrated competence, technical expertise, problem solving or leadership

ability shown through specific accomplishments.

3. Desire to succeed-This implies the need to demonstrate their commitment to the
job by putting in long hours, working hard, frequently requesting greater responsibility,
and following projects through all the way to completion.

4. Ability to manage subordinates-This speaks to the importance of having sffong
management skills, being able to unite the team around company goals, having an
authoritative manner others trust and respect.

5. Willingness to take career risks-Risks identified as being most potentially
helpful are changing jobs to gain the experience necessary for upper level positions, even

if

this means making less money or making lateral career moves to get into line rather than
staff positions, seeking considerably greater responsibilities or entirely new and unfamiliar

work experiences.

6. Ability to be tough, decisive,
willing to stand up to adversity
the job.

and

demanding-This means being decisive,

and opposition, and able to demand what is needed to do

t'l"
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By contrast, "detrailment factors" are perceived flaws or liabilitics. In using the
terrn "derailed" the authors mean "the lack of upward prcgrcss beyond a fairly high level

within one company. (This typically means one or two levels below general management.)
Derailed executives may have been plateaued, demoted, forced into early rctirement, or

fired.'/t While

the decision superiors

make-that

these executives do not have what is

needed to make further advancement within that organization appropriate-may appear to
be subjective, the frequency with which panicular issues recur tends to indicate certain

objective criteria for succe ss and failure. Three derailment factors were mentioned most

often by the study's "savvy insiders" that seemed to be deadly flaws for female executives.
These problems seem to be extremely

difficult to overcome, and one appeared in nearly all

of the derailers. They are:
I . The inability to adapt-Individuals who proved they were unable to change
according to new circumstances, failed to accurately assess the corporate culture or to get
necessary feedback, or dismissed corrective feedback when offered. This is the most

commonly cited flaw.

2. Wanting too much-Individuals who pressed for more money, perks or
advancement for themselves or for the other women within the organization were
perceived as demonstrating self-interest or partisanship that is incompatible with being a
team player.

3. Perforrnance problems-These problems were reported when individuals
displayed errors in judgment, or achieved results indicating negative or stagnant growth in

their areas of responsibility.
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Where the first group of traits emphasizes women's abiliry m fit into the "comfort
zone" as described by Driscoll and Goldberg, the latter group of traits characterizing
successful women executives indicates that women must explicitly demonstrate their

auttrority, drive and power in ways that, it seems reasonable to surmise, their superiors
,r50
would likely assume male workers would possess "naturally.
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Orre

of the acknowledged limitations of the study is that the researchers had only the

opinions of the savvy insiders and the executives themselves, with no independent means

of verifying or c'ross-checking these perspectives. Thus, from the information given, it is
impossible to determine if, for example, the actions described as "wanting too much" were
behaviors the sawy insiders would have found equally offensive if performed by men.
Comparisons between the two studies yielded some insights on the differences and

similarities of successful men and women, as well as derailed men and women. For
example, many of the success factors were reported about as often for the men as for the
women, but there were some important differences.
Successful women were cited more frequently than successful men as

.
.
.

having had help from above
being easy to be with
being able to adapt

Each of these first three factors highlights the imponance of gening along
with others, in order to be accepted and advance in a male-dominated

environment.
The women were also cited more frequently than the men for

. taking career risks
. being tough
. having the desire to succeed
. having an impressive presencesl
By contrast, most of the derailers had

...a string of success experiences that constituted an impressive track
record. And most of the derailers were also said to be smart.... Executives
who derailed had some of the same strengths as the successful executives.
Yet the derailers lacked three factors-factors that differentiate success from
derailment. Two of these-the ability to manage subordinates and taking
ca.reer risks-never came up for any derailment case, while each was
credited to three-fourths of the successful executives. A third difference
between success cases and derailers is having help from above-all of the
successful executives were said to have it, versus only about one-third of
the derailers.

The successful executives were different from the derailers by their
somewhat overwhelming strengths, the relative absence of cenain deadly
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flaws, and the fact that some got the feedback they needed to eliminate
major problems before it was too late-whether because they were more
willing, more able, or had more opponunity to do so than their colleagues
who derailed.sz

It is interesting to note that, of the three derailment factors, the two primary

factors-the inability to adapt and wanting too muctr-imply that the derailers were
working outside of the corporate culture's comfort zone, especially given the statement
above that derailers apparently did not have problems managing subordinates or taking
career

risks. This underscores the double bind comrnon to women executives: how to be

aggressive and confident as the same time one demonstrates responsiveness to others'
feedback before problems actually arise and sensitivity to the corporate environment.

Though it is difficult to achieve this delicate balance, the CCL study suggests that

perfection is not required. In fact, for persons who are observant of, and flexible toward
adapting to, corporate culture, there is likely to be forgiveness for mistakes and a

willingness to guide and mentor such individuals toward

,u*r*rr."

Fo. those who are

willing to learn, the CCL study provides explicit lessons to help women achieve success,
lessons that were gleaned from the accumulated soffrmentary of the sawy insiders.

Lessons

for

Success

The CCL study pointed out important developmental leaps that their women
executives had to make to meet the demands placed on them; these developmental leaps also
seem to be requirements for success in a large corporation.sa The six lessons for success
recorrrmended by the CCL study are described below; the first three of the six lessons for
success show that
1

"It's Not Enough to Work Hard."55

. Irarning

the

ropes. It is crucial to understand the company and its culture. This

lesson is another reiteration of the concept of the comfort zone and its importance.

2.

Taking control of one's career. Taking the risk of moving out of staff positions,

which rarely lead to upper management, in favor of seeking line positions is essential for
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acquiring the background needed for top positions in corporate leadership.

3.

Building confidence. It is not enough to be competent; one must be sure that

others perceive one's competence. Though it may be uncomfortable at first,

it is crucial to

promote oneself, one's abilities and one's achievements in order to be taken seriously by
superiors.
The second set of three of the six lessons for success describe why "It's Not
Enough to Work Smart."56

4.

Relying on others. Mentors want to help shape their protdgd's career goals, so

they are likelier to continue mentoring and offering assistance to those whose actions
demonstrate that they have heard their mentors' advice.

5. Going for "the bottom line."
pays

off. This lesson revisits

Working hard isn't the same as doing work that

the importance of rainmaking within an organizarion and

how this ability is considered in determining who makes it to the top.

6.
and family

Integrating life and work. This addresses the difficult issue of balancing work

life. Women

are panicularly under pressure in this regard because they

historically have borne the major burden for raising children and, at the same time, must
prove their commitment to their jobs by putting in the same number of hours as men ar the
same

levels. Those who are able to integmte work and family save considerable time and

energy. There is no easy answer, however; for many it becomes a matter of making very
careful decisions about if and when to marry and have children and how to build personal

support systems.sT
The CCL study noted three other features they considered imponant for making it to
general management: credibility (again stressing the importance not only of competence,

but that others perceive that competence); advocacy (mentors and friendly associates take an
active role in promoting your cause) and outright luck.
The CCL study concluded by noting that, once women get through the glass ceiling

into general management, things may seem even more difficult then they did before. It
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explains (as does White) that many women who were on the fast track in the 1970s and

early 1980s did not reach the top of those companir*.'* Many found that there was an even
tougher barrier in getting into senior managem*nt.tn Others found the problems once they
got rhere were simply not worth the struggle: the double binds began pulling tighter, their
support system vanished as former sponsors became competitors.ffi As exhaustion takes
its toll, more women choose to leave for positions with greater emotional fulfillment or to
start businesses of their

o*n.u' The authors concluded by hoping that increasing

numbers

of women in the work force will make a brighter picture for the future. They suggest that
as more women achieve positions

of power, they will not only be able to take overt action

in making the workplace more hospitable for women, they will also serve as role models

for future generations of women in the workplace.

Anecdotal Accounts of Very Successful Women
In addition to the suggestions made in the CCL study, the stories of women who
have achieved very high levels of success can be instructive to women seeking such

success. Various sources tell the stories of women who have succeeded against the odds:
stories that emphasize the women's strong sense of individualism and self-confidence. In
one article, Patricia Sellers examines seven women who have reached the very top of their
selected professions. Her article stresses individualism, but also places a strong emphasis

on the "femininity" and physical attractiveness these women cultivate.u' Fo, example,
Sellers elaborates on the hair, makeup, clothes and jewelry of the women she profiles, and
large photographs of each interviewee are displayed on most of the article's pages. In the
beginning of the article, Sellers includes quotes from these women asserting that they

"never gave up their femininity" and that they engage in behaviors such as hugging and
kissing colleagues and clients in greeting or putting an arm around a distraught subordinate,
behaviors that would be frankly unacceptable for men at the silme leve1.63 Male clients and
colleagues are then quoted as saying how much "fun" it is to work with these women
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because of their unabashed

femininity. The comments of

these men seem to

imply that

flinatious remarks made by some of these women are not considered inappropriate or
unprofessional but, rather, an interaction that creates a flanering dynamic of warmth and
ease that underscores their personal

confidence. The subtext of this article seems to be that

by emphasizing their femininity, these women defuse the tensions of the white male
executives with whom they do business (and who comprise the majority of this level of the
hierarchy); their conformity to specific aspects of traditional stereotypes assures men that
these women are not challenging how the system operates or seeking to usurp their power.

That the article's tone conveys that its readership is comprised almost exclusively of white
males (one example: a subheading trumpeting the article's "political incorrectness") is a
double-edged sword.e On one hand, there is a sense of simply telling the audience what
they want to hear; on the other, it reinforces the fact that making one's employer and
associates comfortable with one is a crucial part of success.

Lisa A. Mainiero gives a related viewpoint, but with a more objective ,onr.u' She

interviewed 55 executive women from Fortune 500 corporations, whose success was well
known within their industries and who had been recommended by others as credible and
talented managers. Mainiero notes that these highly successful women do not believe that
their political acumen was important to their success; this article assens that the definition

for "political" simply needs to be updated. To Mainiero,
the political skills practiced have more to do with speaking the truth about
the business at hand than with conforming to the norms of how others
expect business will be done. Through a combination of astute observation,
the willingness to take risks, and sheer naivetd, executive women become
seasoned into mature and credible senior managers.tr

The naivetd of which Mainiero speaks, for example, refers to incidents in which women
gave opinions on particular issues frankly-and in opposition

trconventional judgment

within their corporate culture. It was only later that it became clear to these women the risk
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they had taken in speaking out, and it was the fact that later events proved them correct that
gained these women credibility in the long run from taking this type of risk.

Mainiero also conveys most concisely the ideological difference between the
divergent viewpoints on affirmative action. Opponents believe that the system is essentially

fair and merit-based; proponents believe that the comfort those in positions of power feel
toward others like them outweighs issues of merit in hiring decisions. In addition, while
affirmative action opponents correctly assen that individual choices ffs a critical factor in
the issue of wage disparity, they seem unaware or unconcerned that the choices available

for women are not exactly the same

as

for men. Because the difficulty for women in

achieving some goals is far greater than for men, it seems disingenuous to this researcher to
argue that individuals' life choices are the true reason for gender-based wage disparity

if

merit is not, in fact, the main criteria for recognition. That is, this argument ignores the
possibility that women would factor in their diminished likelihood of being rewarded in
accordance with their abilities and their anticipation of discriminatory treaurent when they

make the choice of how high a priority their careers will be in their lives.
Jane White presents her eleven case studies

of executive women with a more

bellicose tone than the other authors surveyed. (The section heading, "Myths I'm

Destroying in This Book,'o is a representative example of White's tone.;u' White takes
issue with the research of others in the field, yet her findings overall are very similar to
those presented by the CCL study. Similar themes include the absolute importance

of

mentors; the tendency for women to believe that if they work hard enough, they will win

recognition, when in fact the successful individuals are those who focus their work to
contribute to their organization's bottom line and who make sure to promote their efforts to

their superiors; and the phenomenon of the "substitute wife," the token woman who is
awarded a position of prominence when male superiors, pressured to promote a woman,
make their choice based on her attractiveness and the fact that she will neither make waves
nor challenge their authority.tr
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Cantor and Bernay provide a valuable insight by stating that their successful women

did not perceive obstacles; they saw only opportunities in tough siruadons.s One of the
largest dangers of the glass ceiling is that

it becomes easy for women to perceive

themselves as victims of an unfair system and to develop a defeatist attitude that is

incompatible with being a strong leader as well as leading to a self-fulfilling prophecy:

If

you believe you cannot succeed, you will not succeed. Focusing on opportunities is a

powerful and empowering way to break through prejudice.
Some authors analyze aspects of the glass ceiling phenomenon and offer positive
approaches towiud solving the problem. Others take a different approach. BarBara Bools,

who heads an executive search firm, offers negative examples and cautionary tales of
women who made it through the glass ceiling into rare, coveted upper management
positions, only to self-destruct. In this context, self-destructing means making choices

hamrful to one's career progress or displaying behaviors that cause one to be f,red, to be
demoted or to leave the organization amid rumors that impair one's ability to attain a high-

level position elsewhere. Because the women in Bools' case studies had the prominence of
pioneering roles, their failure was highly visible, providing to some a rationalization for

their previous exclusion of women from similarpositions. Bools notes that these women's
failures are related to a dynamic which makes them different from the great majority of
successful men; her theory is that because women tend to view themselves in terms of their

relationships, they often fail to take themselves seriously, pursuing success as a dynamic in

funhering a dysfunctional relationship rather than from a belief in themselves. According
to Bools, it is this dynamic that leads women to what she calls "power failure," a concept

closely linked to self-deshucting as defined above. Power failure occurs when a woman
states that she wishes to make

it to the top, but when

she is offered a position that seems to

be precisely what she is looking for, she either refuses to take

her personal relationships, or she accepts

it for reasons connected to

it but sabotages herself by blinding herself to the

realities of her situation. In the latter instance, according to Bools, this self-delusion has irs
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roors in the woman's childhood relationships. Power failure behaviors include tnrsting and
seeking advice from people who do not have one's best interests at hearu making

commitments, then backing out at an awkward juncture (such as refusing

a

job offer after

the other candidates have already been turned away) for reasons that do not appear valid to

others; and making one's career secondary to that of one's romantic partner and making all
one's major choices from this basic assumption.
Besides the tragedy of intelligent, capable, talented women not having the

confidence and self-assurance to thrive on their journey to success, Bools also notes the

risks for those who would mentor women. If the person one mentors self-destructs (in the
sense defined above), it reflects badly on the mentor's

judgment. Since

a major recurring

rheme in breaking the glass ceiling is the importance of having a mentor, the possibility that

potential mentors are dissuaded from taking the risk to help women succeed is a painful
one.
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The theory of power failure states, among other things, that women artr currently
being offered precisely the sorts of positions that glass ceiling theorists say women are
attaining only in very small numbers. Bools states that many women refuse even to
consider these offers because they involve possibilities that threaten to disrupt personal

relationships. Among these possible disruptions are the need to relocate or a salary that
would exceed that of a husband or romantic partner. Bools recounts an incident when, as
an executive recruiter, she assembled a group from across the counury

of 80 individuals

(roughly 40 men and 40 women) as candidates for an outstanding job opportunity, one that
would propel the successful candidate directly to a divisional presidency. Bools states, "Of
the fony men, not one man hesitated. Only one woman even interviewed..." and that

woman withdrew from consideration when her husband won a promotion, an event which
precluded for her the possibility of relocating even for an opportunity as rare as this was.

7t

Power failure is an imponant idea because most of the recent criticism of glass ceiling
research has asserted that women have not achieved many high level management positions

)/,

because they have chosen not to pursue them, rather than because the glass ceiling is tnrly

holding them back. Bools reinforces this assertion by stating that women are offered
impressive opportunities that they choose not to take. She diverges from the viewpoint of

critics of the glass ceiling theory, however, by writing sympathetically about the power

with which sociery dictates that women think in relational terms. To Bools, this
conditioning runs so deep that the choices which glass ceiling opponents say women make
do not occur at the conscious level. She makes a compelling a.rgument that women need to
analyze their lives and their options deeply and deliberately so they can bning their decision-

making to the conscious level. Failure to do this, Bools asserts, means that women will
continue to put their personal relationships before their careers and, as a result, continue to
shortchange themselves and soci ety."

This raises the question of who really is responsible when so many people do not

know how to dream the dream, do not understand what their choices truly are, never
having had the hope that they could compete. Critics of the glass ceiling theory seem to
dismiss the problem, failing to comprehend its true depth. While individuals must take

responsibility for their own actions and destiny, and must take action to solve the problem

of the glass ceiling in their own lives, this still remains a societal problem. Before the glass
ceiling can be smashed once and for all, girls and women will need to be taught to keep the
possibilities open and to learn to dream big dreams in order to prevent the future waste of
the valuable talents of so many people.

Alternative

tII:

Going to Another Organization in the Same

Field
Women choosing this option assume that the sexism that built the glass ceiling
exists within that panicular organization's corporate structure, but not the entire field.
Several factors could influence the accuracy of this perception, iunong them the degree to
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which that field has historically been male-dominated, geographical location, the age of the
businesses in question and so on.

The CCL study recounted an instance of a woman who was "unable to adapt" after
the culture of her company had changed due to the departure of the autocratic boss after

whom she had modeled herself. Despite increasingly pointed feedback that her own
arrogant and forceful style was not effective, the woman refused to accept the validity of
the criticism and refused to modify her working style. Eventually she was fired.

However, she then went to work for her old boss and was made a vice president within
that organization.T3 This anecdote provides an interesting spin on the problem of the

comfort zone. What may be comfonable and effective in one organization may be
disruptive in another. It becomes clear that there cannot be a simple, foolproof list of steps
to follow to guarantee one's success. Organizational culture and individuals' subjective

judgment inevitably complicate the question of how successful any person can be in a given
organization.

Moore and Buttner note that as they recalled working in corporate environments,

"Many of the entrepreneurs interviewed in the course of [their] study were quick to point
out that intelligent men had no problem working with sreative and talented women."7o
Presumably, then, women who did their homework could predict with some accuracy
organizations where they might want to work that would have organizational structures
amenable to the advancement and appreciation of competent and motivated female
employees.

By contrast, Moorc and Buttner observed that some women appeff to anticipate that
they may find obstacles to their advancement within the coqporate framework, and thus
approach their jobs within companies as a means to gain knowledge and experience they

intend to use in their own companies at a future date. They refer to this intentional strategy
as the

*'organizational

incubator."75 Women who use this strategy place a high priority on

their personal development and autonomy, gleaning valuable information from both the
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positive and negative aspects of their work within companies. Because of the importance
these women glve their own development, they tend to be realistic about, and unlikely to

tolerate, disadvantageous situations. This dynamic has the potential to empower women as

it puts pressure on companies to make the workplace more hospitable to women in order to
retain female employees who have the initiative and who cultivate the skills to succeed on

their own.

Alternative

IV:

relationships,

Dropping

Out:

Taking time for motherhood,

to reevaluate life

... of the 46 women thatBruiness week tracked down in 1987, only 16
stayed at the same company and only one left to start a family-whibh also
contradicts a lot of the media hype about how most working women opt to
stay home wittr the kids if they have to choose benreen family and carber.. . .
A study by Wick & Co., a Wilmington, Delaware consulting firm, showed
that of women professionals who quit their jobs, 73 percentleft to work for
other companie_s, 13 percent started a busindss and 7'percent were looking
for new jobs. Only 7 percent left ro go home.76

What is perhaps most interesting about this option is how rarely women choose it
compared to the expectations from others regarding how often women choose

it.

Moore

and Buttner noted that, in their study, although most women assume primary responsibility

for their children and home, they did not number these Goncerns among their primary
reasons for leaving a corporate environment to start their own busiress.T'
Related to this option are disconcerting incidents recurring in the literature that even

if women work very hard to keep their family relationships in the background

so they do

not cause their superiors to question their dedication to the job, their superiors may make
assumptions about how the women should be caring for their children. For example,

White recounts the anecdote of one woman whose boss sent her home from a project,
insisting that they would be finished within a half-hour and that she should be home with
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her son; she later found out that the rest of the staff had worked three more hours.'*
Because she had articulated to her boss that she had arranged for her son to be well taken
care of in her absence so she would be free to fully panicipate as a team member, she was

not only shocked and disappointed by her boss's dishonesty, she also realized that he had
already decided that her role in the organization could only be a limited one. An incident
such as this raises the question of the role of a superior's preconceived notions in

overriding and undermining a female employee's most stringent efforts to conform to the
intense demands of work in upper management. While it is may be that women choose to

downplay the issue of their children's needs because they fear that they will not be taken
seriously as employees, the possibility that supervisors may assume that their female
employees' children will interfere with their work regardless of their preventive measures
indicates that women are justified in this fear. An incident such as this underscores the
persistence with which sexism colors the corporate environment.

A development that is benefiting some of the women who have left their jobs is the
increase in the demand for temporary

*orkers.'e No longer merely the province of

secretarial and clerical or assembly workers, the temporary help industry has been

responding to the needs of downsized corporations for temporary executive assistance.
The tempora-ry help industry as a whole increased its payroll from $14 billion in 1991 to
$28 billion by the end of 1995. The percentage of the payroll figures that was earned by

"executive temps" increased from Z.4Voin 1991 to 5.87o in 1995.* Whil. this is

a

dramatic increase in the earnings of executive temps, it is unclear from this figure how
much of this increase is related to an increase in the number of individuals who joined the
ranks of executive temps, and whether there was a dramatic increase in the total number of

work hours billed by the temps or in the rate of pay they commanded. What it does
indicate clearly, however, is that there has been an increase in the total demand for such

workers in recent yeils.
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Functioning much as consultants do, executive temps are usually hired for short-

tern projects or to fill in when permanent employees

*"

u*uy.*' For individuals

seeking

greater balance in their lives or more time with their families, this can be an attractive

option. Though working on short-terrn projects may mean working day and night for short
periods of time, the need to seek caregivers for their children during these projects may
appear to be a small consideration in light of the long-term

flexibility

high pay this option may afford. An absent executive's salary plus

and the potential

a

for

25%o-357o markup is

often used as a guideline for compensating executive temps, which would adequately
compensate for the fact that temporary positions generally do not include benefits.

Depending on the level of the executive's position, this work can be quite lucrative for
successful temps.s' In addition, as with temporary work on all levels, working at a variety

of organizations can provide valuable opportunities for networking.
Realistically, despite the attention to the possibility of dropping out of the corporate
environment, it is likely that of all of the ways to dealing with the glass ceiling, this is the
most temporary. Research would need to be done to show how many upper management
drop-outs choose to retire (and are near enough retirement age and have sufficient resources
to do so) or spend the rest of their lives as homemakers. It seems probable that these

individuals take the time to regroup and reevaluate their priorities, and eventually return to
the work force. Whether these women choose to rejoin the corporate structure or choose to

open their own business would be an interesting research question.

Alternative

V:

Entrepreneurship: An effective and

empowering means of bypassing the glass ceiling
Increasingly, it appears women are choosing entrepreneurship as a means to fulfill
their dreams. The numbers in which women are choosing this option are having a
tremendous impact on the overall economy.
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About 36 percent of U.S. companies, or more than 7.9 million firms, are
owned by women, according to a new statistical portrait compiled by the
National Foundation for Women Business Owners, in Silver Spring, Md.,
outside Washington.
Women-owned businesses employ about one in four American workers, or
more than 18.5 miflion people, and ring up more than $2.28 trillion in sales
annually, says the report by the foundation, a nonprofit organization that
conducts research on women's business issues.t3

Increasing numbers of women are choosing entrepreneurship, citing, among other
reasons, frustration over their failure to advance and other constraints of the corporate

structure. As of late 1991, roughly 80Vo of new businesses were started by women, and
approximately 75To of women's businesses were still operating three years later, compared
to approximately 66Vo of all U.S. firms.H The latter fact may reflect the additional benefits
women business owners tend to offer their employees (such as flex-time, tuition
reimbursement and profit sharing), which may lead to higher worker involvement and

loyalty; the fact that women tend to use credit to expand their businesses and to promote
growth, rather than to consolidate their debt and to maintain their businesses' cash flow at a
consistent level, as male business owners are more likely to do; or because women's
tendency to place greater importance on relationships may make them more responsive to

their customers or more likely to seek out the opinions of others in seeking solutions to
problems.Es In addition, in the 1990s, the growth of women-owned firms has exceeded

overall business growth by a factor of two to on*.*u By contrast, in 1996 only 2.4Vo of the
Fortune 500 companies' corporate officers were women, though women were nearly half

of the work force. Since 1994, women-owned businesses have employed more people
than the Fortune 50}compani.r.*'
Frank Gregorsky theorizes that for women, enrepreneurship is the best way to
achieve economic parity with men. He sees the dramatic rise in women-owned businesses
as a virtual revolution, the true

fruition of the feminist movement. Therefore, he criticizes

those intellectual feminists who, failing to see or acknowledge the positive trend and
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economic impact of this growing wave of business-ownership by women, still espouse the
idea that women

will achieve equality only through political action

and the passing and

enforcement of restrictive legislation. While not denying the effectiveness these tactics
have had in the past, Gregorsky believes these feminists are doing more harm than good

now because they are encouragtng women to take a "victim" mentaliry that is
counErproductive to positive action, and because this approach is out of touch will the
realities of human nature (e.9., people tend to resist or resent governmental pressure, rather
than learning from it and accepting it willingly).*8 On the other hand, Gregorsky atso faults
hard-line conservative politicians for failing to see the growth of women-owned businesses
and to flaunt their example of self-empowerrnent to the nation. Cregorsky also holds these

politicians culpable to a large extent for the continued existence of the glass ceiling. His
opinion seems to be that the rise in women-owned businesses that has resulted from
women abandoning the corporate environment because of the glass ceiling is a silver tining
to a very black cloud, a cloud that exists because these politicians have continued to deny a
simple, observable reality.*' Finally, Gregorsky suggesrs that conservarive politicians,

historically friendly to big business, should consider the extent to which small businesses
form the foundation of our country's economy, and enact legislation that is more helpful to
small business.*.no In summary, Gregorsky seems to hold entrepreneurship as the best
way for women to achieve both economic and political power, the American dream and to
make a contribution to society as a whole.
The increasing numbers and rising visibility of successful women-owned
businesses provide a compelling incentive for women to abandon positions they find

unrewarding and unfulfilling and there are several reasons cited by women who have
chosen to leave the corporate environment to become entrepreneurs. Moore and Buttner

conducted a survey of 122 such women, asking them to rank 32 possible reasons for
leaving employment at their previous workplace. They divided these 32 reasons into five
categorical clusters and then ranked the clusters according to the imporrance with which
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they had been rated by the women entrepreneurs. The five clusters were defined by Moore
and Buttner as follows:

"Cluster 1: Self-Determination, Autonom|, and Job Freedom." This set of reasons
deals with the consraints the entrepreneurs felt within their previous

jobs. Those surveyed

starcd that their self-esteem suffered from the lack of freedom caused by rigid hierarchical

structures. For most of the women surveyed, the fact that becoming an entrepreneur would
allow them to be autonomous was the most compelling reason to leare.e'
"Cluster

2: Challenge-The

Attractivsness of Entrepreneurship." This set of

motivations refers to the positives entrepreneurship has to offer; that is, one is working
directly for one's own benefit rather than the abstract "good of the company." Respect and
recognition, oppornrnity to be in charge, conrolling one's destiny, regaining excitement
and recognition of accomplishments are the direct benefits desired by Moore and Buttner's

survey respondenrr.n'

"Cluster 3: Blocks to Corporate Advancement." This category addressed two sides

of not fitting into an organization: not fitting in

as an

individual and encountering vestiges

of sex discrimination. Some survey respondents noted that they were not given the same
opportunities as others to demonstrate their competence or that they did not receive the
same salary or benefits as their male colleagues. Instances of sexual harassment were also

noted within the context of this category. A perceived "good old boy" network was one
problem area; another was the difficulties faced by individuals whose managerial and
leadership styles were inconsistent with the style prevailing in their organization.e3

"Cluster

4:

Organizational Dynamics-Power and Politics." Reasons in this

category were primarily based in the fallout that occurred with organizational transitions.

In-fighting and srructural changes meant that survey respondents were either unable to find
mentors or lost them in the power shifts. Failure to connect with those in power lefr them

vulnerable. This category also touched on problems of sex discrimination and unequal
compensation and treatment. The focus in this category (as opposed to the previous one) is
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on the manipulation of power: promises being made and broken that the situation will

improve in the future; favoritism shown to particular groups within the organization; the
personal dislikes and prejudices of cenain individuals affecting how the organization runs
because they have the power.eo

"Cluster 5: Balancing Career and Family." Reasons which fall into this cluster
category were ranked lowest among the clusters; this suggests that these reasons were not
foremost in compelling the women entrepreneurs to leave their previous positions. This is
not to say that those surveyed consider family issues unimportant. Indeed, given that other
authors on entrepreneurship emphasize the time commiunent entrepreneurs must make to

successfully launch a business, especially in the first few years, the comparatively low

ranking of these considerations may indicate that the entrepreneurs surveyed had a realistic
understanding of these demands on their time. Neither entrepreneurship nor upper level
management are good options for people who wish to only work part-time.es
The time commitment required by both types of work is not the only similarity
between them. Several writers on entrepreneurship as well as writers on the topic of how
to climb the corporate ladder list traits characteristic of successful individuals, traits that
sound very

similar. While the exact wording differed from one author to another,

a

number of the traits characterizing successful entrepreneurs corresponded to those
considered necessary for successful managers and executivrr.nu Among these traits:

Self-confidence: Believing in oneself and having confidence in one's abilities is

critical for instilling the confidence others have in one's abilities. Harrison observed that,
at times, women must act as though they are more confident than they actually feel.e'

Through this process, women can confront their fears and take risks to achieve success;
these successes build and reinforce true confidence.

Ethics and integrity: Building trust is a critical factor in good work relationships,
whether with clients, co-workers or superiors. A strong ethical orientation and integrity are

important factors for building relationships and to ensure repeat business in the long run.
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Charm, acting ability and social skills: The ability to put p€ople aI ease is another
way to gain their confidence. These characteristics can be construed as relating to the
corporate "comfort zone," wherein clients and colleagues prefer to work with individuals
who are either like them, or are able to make them feel relaxed and comfortable.
Courage, "gutsiness" and willingness to take risks: Enrepreneurs and executives

alike need to stand out from the crowd and to stand up in the face of criticism in solving
problems. The drive to bring problems out into the open and face them head-on should be
balanced by the abiliry to pick one's battles. Making opportunities for oneself may mean

putting oneself into situations of personal discomfort at times.
Sryle

flexibility: The ability to keep pace with changing circumstances is important

in a highly mobile culture. Shifts in one's client base, the rapidly changing work force,
technological changes and the need to deal with many different fypes of people each day are
some of the factors requiring both executives and entrepreneurs to be adaptable.
Sense

of humor: The workloads of both entrepreneurs and executives are highly

stressful. Having a sense of humor is important both to help one maintain one's
perspective and to keep one healthy. A sense of humor also helps in interacting with
colleagues and clients, again providing a means of functioning within their "comfort zone."
Persistence: Entrepreneurs and corporate managers are both in positions requiring a
great deal of responsibility, positions where the proverbial buck stops. In

difficult times or

crisis situations, these individuals are responsible for seeing that problems are solved.
They are also responsible for devising strategies for success. Persistence is critical for
leading a business of any size through the hard times.
The literature advising prospective entrepreneurs and executives included some

similar strategies for getting ahead. The issues that every author considered crucial were
the importance of having a mentor and the imponance of networking.n*

A mentor can help

in many ways, primarily in guiding the protdgd through the systems and the politics of their
organization and of their rade as a whole. The mentor can also be an advocate for the
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protdgd, raising her profile generally and suggesting her as a capable candidate for handling
special projects. The mentor can provide background on the organization and its dynamics,
and give feedback on the feasibility of the protdgd's ideas. When others in the organization
are aware of the mentor-prot€gd relationship, it can increase the protdgd's Personal power,
and

if

the protdgd is successful, it can further enhance respect for the mentor's judgment

within the company. Networking can provide similar benefits of protection and
information sharing. Networking is crucial for expanding one's client base as well

as

one's knowledge of how to do business. Informal connections such as acquaintances and
friends of friends as well as formal networking organizations can provide vital connections

for finding new customers, trustwonhy distributors and service people, sources of funding
or for getting advice from others from a variety of backgrounds on how best to solve
problems. Groups such as the National Association of Women Business Owners

(NAWBO) may hold programs periodically to address the special concerns of its
constituency. In addition, national networking groups would have national connections,
which can be of tremendous benefit to entrepreneurs or executives who are either traveling
or expanding their businesses into other parts of the country. Given the competitive climate
faced by both entrepreneurs and corporate managers, it is little wonder that there is a
consensus that both types need protective alliances and the benefit of experience provided

by both mentors and networks.
While there are many similarities between successful managers and entrepreneus
and in some of the srategies they need to use for their success, there are also significant

differences between them. Among these differences is the fact that entrepreneurs bear
greater responsibility and wield more power and have the potential of much larger payoffs.

Hisrich and Brush describe people who choose the role of manager within

a company as

being "conservative, cautious, logical, and averse to risk...," traits they describe as

"custodial" in nature compared to the entrepreneur, who is "an individualist, creative,
enthusiastic, instinctive, and adaptable.'Pe It is interesting to note, however, that writers
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suggesting ways women can break the glass ceiling state that the managers who aspire to

grcater heights should behave more like Hisrich and Brush's entrepreneur than the

prototypical manager they describe. The most important difference, then, would seem to
be the desire

for autonomy and freedom that Moore and Bunner's entrepreneurs stated as

their primary reason for leaving theirprevious occupations in the corporate environment.l00

An examination on the differences between male and female entrepreneurs is
illuminating in the perspective it gives to the special problems of female entrepreneurs.
Hisrich and Brush noted that while male and female entrepreneurs had many similarities in
background, men tended to start their businesses earlier, between ages 25 and 35, whereas
women tended to stan their businesses berween the ages of 35 and 45.101 Hisrich and
Brush reiterated the well-established difficulty that women have in comparison to men in
obtaining financing to stafl their businesses, a difficulty that may be beginning to wane; in

fiscal year 1997 , the Small Business Administration made "a resord 10,800 loans.. . to
women-owned firms."l0'

Er*,

so,

it is instructive to consider aspects of a survey, noted

by Hisrich and Brush, that found women who started businesses in "nontraditional
business areas (finance, insurance, manufacturing, and construction)" had less

difficulty

obtaining loans and investors than did women whose businesses were in "more

traditionally 'female' business areas (retail and wholesale trade)."lm While both male and
female entrepreneurs displayed high levels of energy, independence and goal orientation,
the men were observed as being more confident and less flexible than women. In terms

of

occupational background, men tend to have been more recognized within their field of
expertise, often being considered a specialist, and to have their experience in
manufacturing, finance or technology. Like men, women tend to start their business in the
same area where they have been working; for women, however, this has generally meant

administration or service-related fields, and usually at the middle-management

lerel.'*

Women are less likely than men to have as strong a business-related financial rrack record,

M

experience with financial negotiations or financial planning, or hands-on accounting

experience. Women also are more likely to have received their education in liberal arts
areas; men more generally have been educated in finance or

busin**r.'o' These facts

suggest that the commonly cited difficulties women have in receiving bank loans to fund

their businesses may not result solely from sex discrimination on the pan of lending

institutions. Further investigation into this question would be helpful to show how
prevalent sex discrimination is among financial institutions as opposed to areas of financial
management women entrepreneurs should educate themselves and cultivate experience in

order to establish their fiscal credibility. The fact that women entrepreneurs are
experiencing high levels of success becomes even more provocative in this context and
brings up several questions. Because women self-f,rnance their businesses more frequently
because of their

difficulty in obtaining loans, ilE they forced to be more realistic in

managing their money, which works to their advantage in the long nrn? Do women tend to
be better able than men to recognize when they need to obtain more education and take
stronger action to counteract their weaknesses? Do women entrepreneurs tend to be more

cautious than men in general, and

if

so, how advantageous is this?

While the advantages and potential rewards of entrepreneurship provide strong
motivations to leave the corporate environment, it is important that women have a realistic
understanding of what this will mean before they make the leap. Entrepreneurship offers
the possibility of a satisfying, freeing and empowering solution to the problem of the glass

ceiling, but it is not an easy option, nor is it a certain path to success. Cynthia Hanson
interviewed women entrepreneurs and detailed what she calls "five myths of entrepreneurial

life."lffi

These include the belief that entrepreneurship

will allow women to spend more

time with their families, allow them to be their own bosses, give them a chance to try
something completely different, provide them a way to get rich quick, and to do something
they really love. Women who sta.rted their own businesses for one of these five reasons

failed to realize the huge amounts of time and energy a new business requires in the first
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few years of operation. In addition, the product or service they offer must be salable; it
must be attractive enough to a sufficient number of clients or customers to provide a
sustainable f,rnancial base for the business.lffi Many women view starting a business as a
chance to be their own boss. This is a compelling motivation, but it is not entirely accurate:

The businesses' customers are the entrepreneurs' bosses. This pressure is cenainly

different from reporting to a supervisor; however, it has the added pressure that the
survival of their business depends on pleasing many people.
Many women who chose entrepreneurship out of a desire to have more time to
spend with their families noted that the long hours they needed to work particularly in the

first two to three years after starting their business were stressful and far beyond what they
had expected to be necessary.'o* This underscores the fact that there is no easy way
a woman needs to earn her own

out.

If

living, the ways which offer the greatest possibility for

material rewards require a srrong conrmitment of time and hard work.

While women business owners stated throughout the literanue that they experienced
grcat satisfaction with running a business, many also stated that they simply did not realize

how much time and attention the fledgling business would n*ed.'@ In some cases, these
women even say that this ignorance was a gift: if they had known how much they would
have to give, they

likely would not have gone ahead to start the

business.

The similarities of ttre traits of successful entrepreneurs and Executives and
managers seem to make entrepreneurship a natural choice for women whose advancement
has obstructed by the glass

ceiling. While it is crucial that they have a realistic attitude and

understand the stresses and hardships that are inherent in the beginning stages of starting a
business, this srrategy provides an outlet for women to make

full

use

of, and gain full

benefit from, their skills. The stories of successful women entrepreneurs may offer some

direction or enlightenment to those who are considering following the same path. Their
reasons for abandoning the corporate track and some possible explanations for their
success

will

be examined below.
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Summary of the Literature Review
As noted u the beginning of the review of the literature, two fundamental issues
emerged as the researcher examined the resources related to the glass ceiling. The first
issue is whether the glass ceiling exists; the second issue assumes that it does, and looks at
strategies for dealing with the problem.

A discussion of ttre first question breaks down into essentially three viewpoints:
I

) The glass ceiling does exist and is a serious societal problem that has mearcd capable,

talented women unfairly and has limited the ability of businesses to take full and profitable
advantage of their human capital; 2) What some perceive as a glass ceiling is actually a

reflection of the fact that wide-scale societal changes take many years to come to fruition,
that women need to be in the occupational pipeline longer and in greater numbers to eam
positions of high authority and that many women have failed to accurately assess and thus
develop the skills, traits and responsibilities essential to succeeding in these positions; and
3) The glass ceiling is a misnomer, inaccurately portraying a conspiracy of powerful men
acting against women when the tnae dynamic at play is the fact that people naturally feel
most comfortable among people similar to themselves, and that women who aspire to
positions of authority need to understand how to make their superiors feel comfortable with

them.t''

Euch of these viewpoints and their primary proponents was delineated and

discussed.
Regarding the second question, five general options emerged:
same position, accepring the apparent reality

of the limitations;

1) staying in the

2) staying in the same

posirion but taking active, strategic steps to reinvent oneself to increase superiors' comfon

with one and recognition of one's abilities; 3) seeking

a similar

position with another

organization in hopes that its corporate environment is more supportive of women's
success;
and

5)

4) leaving that line of work entirely, often to retire

or to concentrate on family life;

enrrepreneurship, leaving the corporate structure to start one's own business.'l'
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For each alternative, the authors' findings of how women have come to choose each
particular option were recounted. Two alternatives, reinventing one's career strategy

within the same organization and entrepreneurship, were examined in greatest detail,
including the authors' suggestions for pursuing each option with maximum success,
because they are the most positive approaches in solving the problem of the glass ceiling.
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Case Studies

In the 1997 study of women entrepreneurs by Catalyst and the National Foundation
for Women Business Own ers, 16%o cited the "glass ceiling" as their primary reason for
leaving their positions within companies to start their own businesses. When the subgroup
of women business owners who came from the private sector is considered, the proportion
rises to nearly one-third of the respondents.l" Th* following ten case studies of female
entrepreneurs who started their own businesses illustrate responses to a perceived glass

ceiling. In

each case, these women were valuable members of a corporate team who Either

encountered the glass ceiling or saw that

their organization's

.ultur*.'"

it was an inevitable obstacle for women within

Many of the individuals represented below related specific

incidents where they themselves encountered discrimination or had opportunities denied to
them because of their gender. In some of the cases, the connection is subtler. The women

in question acknowledged that they observed how the glass ceiling in their organizations
obstructed the advancement of other women within it, and as a result, they chose the
entrepreneurial route to avoid meeting these anticipated obstacl*r."* Rather than staying

within an unfair system and fighting for acknowledgment, they chose to earn the rewards
and recognition they deserved through entrepreneurship.

In the case studies there is
business and the level

of

a

brief introduction of the woman entrepreneur, her

success she has attained.

A brief discussion of her background

and education follows, to the extent that such information is relevant to the story of her
success and available from public sources. The development of her career is described,

pa:ticularly in terrns of challenges that helped her define her occupational goals and
encounrers with, or observations

of

the glass ceiling that prompted her to consider

entrepreneurship. Finally, her success is described in terrns of specific awards or
achievements, the

tpe of leader

she has become and what her success signifies to women
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in search of

a role

model. It must be noted that the information related in these case studies

was dependent on information available in published primary and secondary sowces. For
cases where the woman had achieved national success, had been in business many years

and had cultivated a high public profile, a significant amount of information was available

on each topic. For women with smaller, growing businesses or who had not yet atrracted
widespread attention from the media, some aspects of their life stories or occupational

journeys may not have been available in public sources.
The cases below were chosen by the researcher to fulfill specific criteria. Among
these criteria

were: the glass ceiling was a major reason for each case to have become an

enrepreneur; the woman business owner emerged directly from a previous work
experience; the woman was at least half-owner of the business and plays an active role in

its business strategies; and the worrurn did not inherit an existing successful business from
either her family or her husband. Fulfilling the criteria outlined in this study necessitated

omining a number of compelling stories of women entrepreneurs. The cases selected were

of women entrepreneurs who chose to start their own businesses because of the glass
ceiling; therefore, inspiring stories of housewives who, against expectations, started what
became nationally famous companies-women such as

Lillian Vernon of the Lillian Vernon

catalog business and Lane Nemeth of Discovery Toys-are not among these

ru***."'

The

cases examined here are of American women, thus ttre story of Anita Roddick and The

Body Shop International, its commitment to social causes and environmental principles and
the financial success achieved in the process, is not included."u D*uling with women

coming specifically from a corporate environment meant omitting women such as Barbara
Grogan (Western Industrial Contractors) and Ellen Terry (Ellen Terry Realtors), who were
stay-at-home wives of apparently wealthy husbands, whose divorces and the subsequent
need to suppon their families galvanized them into becoming extremely successful

business*o*.n."'

Stories like Irma Elder's are also

omitted."t After

husband, Elder took on his business, Troy Motors, rather than closing
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the death of her

it down, and made

it one of the most successful auto dealerships in the nation. It also means leaving out
women who are successfully running their families' businesses, that is, businesses started
by their parents, particularly their fathers, or other forebears. Elizabeth Minyard and
Gretchen Minyard Williams of Minyard Food Stores, Inc., are alnong the most prosperous
women in the nation in this

.u,rgory."'

Another recurring story is that of a husband-wife

partnership wherein he operates the business side and she is "the creative one." This story
is often seen in the fashion industry and includes women like Donna Karan, Carole Little,
Laura Ashley, Diane von Furstenburg, and in the past, Anne

Klein.''

To meet the criteria,

the researcher attempted to avoid cases where this dynamic appeared evident. In two cases

detailed below, the women started their businesses in partnership with their husbands.

However, the resource materials consulted indicated, in each case, that the wives kept
higher public profiles than their husbands and that their roles in the organization's
Ieadership included operational responsibilities.

The number of different paths to success is an encouraging phenomenon. Yet the
vast majority of media coverage of women entrepreneurs focuses on the women with the

most money, which most often means women who have inherited a business launched by
their father or other progenitor. One example of both the dynamic and the accompanying
media coverage was when Marilyn Carlson Nelson was promoted to the position of
President and CEO of Carlson Companies by her father on March23,1998. It is not the

intention of the researcher to ignore the accomplishments of these women; rather, this is
simply an observation that the women who comprise the largest proportion of women
entrepreneurs

overall<wners of very small businesses-garner very little media attention,

despite the fact that their collective impact on the economy is large and growing rapidly.

Given the repofiage on the numbers of women leaving the corporate environment to start
their own businesses, the researcher believed that there would be a plenitude of public
information available on women entrepreneurs fitting the above criteria. And while there
were articles, cases and studies available discussing hundreds of women entrepreneurs, the
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stories of very few women recurred in a number of sources. In other words, finding three
or more anicles on one person was difficult unless her company was a multi-million dollar
business and she was a member on a number of national boards. On one level, this is an
issue of methodology: by consulting published sources, the researcher is limited by what

other writers have found sufficiently noteworthy to justify writing about and what
publishers of books, magazines, journals, newspapers or web pages considered

compelling enough to publish. Approaching this project on another level-conducting
interviews directly with female entrepreneurs-may have simplified the question of
procuring sufficient amounts of information on individual cases.
Frank Cregorsky took the latter approach in his study, Taking ftisfu and Taking

Charge: Women-Owned Brcinesses in Post-Corporate America. He intenriewd29
female entrepreneurs on a number of different issues. (Two of the women Gregorsky
prof,rled are among the cases below.) One of Gregorsky's interviewees refers to her
business as not being "sexy in any way," but imponant to the economy as a whole.
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Herein lies a fundamental conflict. There are millions of successful businesspeople
performing jobs that are crucial for the smooth functioning of society, yet their stories will
not be the focus of multiple stories by the media because their experiences are not
considered interesting enough to "sell" to the American public. Given, too, the small size

of many of the new businesses women are starting and the fact that many among these
women will choose to keep their businesses small and comparatively easy to manage, it
seems

likely that the stories of many of these small-scale success stories will remain

unheard. In the conclusion to his findings, Gregorsky appears to vent his personal
frustration over the lack of recognition for the women who own small businesses.
To the extent that this project's sample is representative of the whole,
America's female entrepreneurs are probably doomed to low levels of media
coverage: They... lack the gory stories or ideological stridency to be
soaked up by any of those nitwit network prime-time tabloid video rags.
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Even the good, gray business media will probably go on being oblivious,
preferring instead to spotlight ttre rare female who takes over a big
company, or a bureaucratized university, rather than the millions of
'small" and "new" enterprise. And, considering the
innovators who
demands of both
v and ownership, along with higher than usual levels
of community-based voluntarism, those millions will remain too busy to
parley with the politicos, or organize a demonstration, or clink wine glasses
with the convention-goers of summertime.lz

What Gregorsky is commenting upon may reflect the apparent firct that uplifting
stories of people overcoming challenges to make their dreams come true seems to be out

of

fashion in the late 1990s. Most of the case studies related below are inspiring; however,
one caveat should be noted. While these women

fit

the criteria outlined by the researcher,

they do not comprise a representative sampling of female entrepreneurs in the United
States. Compiling a representational protot)?e of the "typical" female entrepreneur in the
U.S. today would be a worthwhile research project, but it is not the goal of the researcher

in this study. These case studies examine women who have faced problems and overcome

obstacles-the critical problem being the glass ceiling-building in the process successful
businesses that have provided both jobs and inspiration for many other people. For the

women profiled in this study, entrepreneurship seems to have been the right choice for
them, and they learned important lessons in their pursuit of their dreams. The researcher
submits that these lessons have value for others-women and men<onsidering
entrepreneurship.
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Mary Kay Ash
Mary Kay Cosmetics, Inc., Dallas, Texas
Mary Kay Cosmetics, Inc. became anational success story at atime when it was
rare for women to own large businesses, and vinually unheard of for such a woman to start
her own business, rather than to inherit the family business. In many ways, Mary Kay
Ash is a prototype of the woman who became an entrepreneur in order to get around the
glass

ceiling.

She is a pioneer among women entrepreneurs at the same time that she holds

and represents some very traditional values. As a woman who built up such a successful
business on her own rather than building on a foundation established by a husband, partner

or other family members, Ash has made a tn:ly groundbreaking achievement.

Crowing up in Houston, Mary Kay Ash often spent l4-hour days helping her
mother in the family restaurant. Her mother supponed her family of four children and an

invalid husband, providing for Ash an example of a strong work ethic, responsibility and

a

working mother. Despite her childhood responsibilities, Ash was a high achiever: "I was
a member of the debating team and

drill team. I sold tickets for all the athletic games and I

always sold the most. I had to have straight A's in my grades and would often stay up

until 3:00 a.m. to make sure my papers were perfect."lz3 Ash herself became a single,
working mother when she was divorced following World War

II.

She became the national

training director with the World Gift Co. in Dallas; this title indicated that she did her work
extremely well, but it put her in the position of rraining men to become her superiors and to
eiun far more than she did.

My frustrations as a woman in the business world were based on the fact
that I had often been paid far less than a man doing the same work. Many
times I had trained a salesman and after months of guiding and teaching him
on the road, he was brought back to Dallas and made my superior at twice
my salary! The reason I was given was that these men had families to
support. No one seemed to care that I had a family to support also.lz4
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When she found an extraordinary skin cream, she made this the basis of a new
business. Motivated by her own experience with discriminationn Ash had a sense of
mission combined with her desire to support her family.

I had a product

and I had the drive and energy to make my business
successful but I wanted one more thing. I wanted to help women
achieve.. . . I wanted a company that would respect the Contribution women
could make. I knew we were smart and capable, honest and committed.
C-o_uldn't my new oompany recognize these talents? My company could

offer women opportunities that in 1963 didn't exist anywhere elie. I knew
there was a vast, unlimited amount of talent and dedication to hard work

that had never been tapped before-simply because these talented and
dedicated people were women.lE

Ash had intended to launch her groundbreaking business in parrnership with her
second husband, but he died one month before they planned to srart the busin.r*.''u

Contrary to the expectations of everyone advising her, she went ahead and staned the
business anyway. Her son, Richard, was 20 years old and left college to help her run the

business. He has played a critical role in the company's leadership ever since. Another
son and a daughter have also worked at Mary Kay Cosmetics, but only for brief intervals.

Not being constrained by the structure of

a

corporation, Ash was able to ury sales

strategies that helped her to keep costs down at the same time that they gained attention for

their uniqueness. Mary Kay's reward system is welt known. Prizes awarded to top sales
people include pink Cadillacs, diamond bumblebee pins, and mink coats combine a sense

of glamour and humor, conveying Ash's mission of empowering women in

a

nonthreatening way. The fact that her company sells makeup signifies that she is

promoting beauty ffid, in a sense, is reinforcing traditional societal values. Her
commitment to traditional values is also made explicit when she lists her company's
priorities as "God first, family second, job third ."r27 Ash advocates women working to
realize their potential; at the same time, Ash writes of men and their ego issues with

sympathy. Ash advises women on ways to communicate with their husbands to teach them
how to be supportive of their wives' careers and to show them how their working benefits
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the family as a whole. As she says,

"With an understanding from the beginning that they

maintain throughout their marriage, husband and wife can work as co.captains of an

efficient, satisfying team."lz8 Ash makes reference to her relationship with he'r third
husband to illustrate some of her points regarding issues between men and women.

Married from 1966 until Mel Ash's death from cancer in 1980, they apparently had a
marriage that was happy and satisfying enough to reinforce Mary Kay Ash's somewhat

traditional views on the priority she believed women should put on marriage in their lives.
Ash's statement that her late husband supported her carcer seemed to indicate that he was
employed elsewhere than at Mary Kay Cosmeti*r."'

In her writings, Ash makes some fundamental assumptions about who her audience

is. When she writes about the importance of family, for example, when she describes

the

tension that may arise when women make more money than their husbands, she paints a
picture of the family comprised of husband, wife and children. A sample statement
wherein Ash displays this assumption: "Having a purpose is so imponant to life that you
must cherish your goal and give it priority. Of course, this means sharing it with your
husband and

childrer,.""o For many women for many reasons, the home life envisioned

by Ash simply may not depict their lives. Her statement, "My definition of happiness is

having something to do that you love to do, someone to love, and something to look
forward to," also conveys her belief in the importance of having goals, but does not convey
such a rigid picture of what a woman's

life should b.."'

The imponance of relationships and of having a life beyond the office are issues
emphasized by other writers on feminine leadership sryles; encouraging companies to allow

their employees to have flexible hours is a way leaders are trying to make positive change

in the workplace, and it is commonly understood that such a change is developed primarily
for and by the female portion of the work force. When Ash says, "I don't think anybody
ever said from their deathbed,
humor to disarm potential

'I should have spent more time at the office!' " she uses

critics.l" Thi,

strategy is imponant in the understanding of the
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comfort zone described by Driscoll and Goldbergl the folksy humor of her messages
combined with the fact that she is selling a traditional image of feminine beauty and values
has made her business welcome to women at the same time that

it does not threaten or

alienate men.

To Ash, "Hard work is only the means to an end."t33 But pan of that end is to
empower women, to teach them about their own unique talents and capabilities. She
projects an image of giving, of sharing power and of building up others. Ash encourages
women to challenge themselves to be the best they can and to reward themselves for what
they accomplish. As a nurturing leader who wants to help all women to be winners, Mary

Kay Ash exemplifies many of the principles of feminine leadership.
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Linda Alvarado
Alvarado Construction, Inc., Denver, Colorado

"Linda Alvarado is president of Alvarado Constnrction, Inc., a commercial general
contracting firm based in Denver, Colorado. The firm specializes in commercial,

industrial, environmental, and heavy engineering projects and has successfully constructed
numerous projects throughout the western United States."l34

As a Hispanic woman with a degree in Art History, Linda Alvarado seems u flrst
glance an unlikely candidate to be president of a construction

frrm. In pan, her success

reflects changes within the construction indusury itself. Increasing regulation of the

industry-including environmental regulations, the Americans With Disabilities Act
Occupational Safety and Health

Act-as well

as technological advances mean that

and more construction companies are being run by MBAs than

and the

"more

craftsmen.""' The

significance of these changes has made construction more accessible to women. Indeed,
the National Foundation for Women Business Owners "reported that between 1987 and
1996

construction-not PR, marketing, or retail-was the fastest-growth

area

for women

business owners. The NFWBO's calculations, based on U.S. sensus figures, showed that
the number of women starting constnrction businesses has increased 170 percent over the
past nine years.""u

Alvarado took a job with a corrrmercial development company after she was unable
to find

a

job that would utilize her degree. Alvarado enjoyed her work administering and

reviewing contracts and monitoring construction budgets enough that she decided to return
to school to learn estimating and construction technology."' Shortly after graduating she
and her husband founded Alvarado Construction, Inc.

Like many minority- and women-owned businesses, Alvarado Construction, Inc.
was turned down by banks when Alvarado applied for loans. With the help of her parents,
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who mortgaged their home, and with assistance from the U.S. Small Business
Administration, the Alvarados were able to launch their business.l3t
(Because the available literanrre refers almost exclusively to Linda Alvarado, the
researcher was unable to determine what role her husband, Robert, plays in the company's

operation. The description of the education she pursued when her interest in the
construction industry emerged and the anecdotes of her encounters with potential clients
seem to indicate that Linda Alvarado takes an active role in Alvarado Construction's

administradon and sales; she does not appear to be merely a figurehead. At the same time,

Linda Alvarado has talked in interviews about the importance of hiring excellent employees
and giving them room to do their jobs, and her membership on a number of national boards
and her speaking engagements [detailed below] would require a large commitment of time.

But the literature does not indicate whether Robert Alvarado has played a significant role in
the day-to-day leadership of the company or, indeed, whether the couple has children.)

In her early days in the indusrry, she encountered resistance{r even disbeliefwhen she approached organizations to solicit projects, but she handled it with a sense of

humor. Secure in her capabilities, Alvarado understands that many people have an image
in their minds of what the successful owner of

a constntction

firm should look like. But

she also knows that she does not physically resemble this image, and that, in any case, the

image is completely irelevant to doing quality construction work. As Alvarado says:

"You must not allow other people's perceptions to cloud your own vision."l3e
As a leader, Alvarado understands the need to hire the best possible employees, to

build a sense of teamwork and commiunent between the company and its workers.
Alvarado says, "Entrepreneurs tend to think that they can do it all. They need to remember
that there are people who can do it better."lo0 Aluarado's contention that she only hires
people smarrer than she is exemplifies her inclusive leadership style, her willingness to
share th*

po*.r.'o'

The success of her strategy is reflected by the fact that Alvarado

Consrruction ranks #166 among the top 500 women-owned businesses for 1998,
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accordin gto Working Woman ma1arine.'o' In addition, Alvarado expands on this concept

of teamwork to include subcontractors. Rather than urying to obtain the lowest possible
prices at all times, she negotiates with the long tenn in mind, rying to make deals that

allow these company owners to also make a fair profit.'o' Given the highly competitive
nature of the construction indusry, companies may lose sight of what profit level they need

to remain financially healthy and place bids that are too low in order to keep working.

Alvarado's emphasis on teamwork and tairness is reminiscent of win-win situations
encouraged by proponents of feminine leadership styles. At the same time, her team-

building has been important because of the time needed for her many corununity activities.
Alvarado has found that being a woman and a Hispanic has distinguished her and

given her visibility both inside and outside of the construction industry.laa She has chosen
to capitalize on her high visibility by cultivating a high profile. "A nationally recognized
speaker and advocate for business issues, Linda has given keynote presentations

for

corporations, institutions of higher education, national conferences, and in public schools

motivating young people to excel and achieve their dreams."

lo5

Speaking engagements

like these have helped her to promote her business and build her credibility in addition to
taking action on behalf of issues of genuine

conc**.'*

She is active in causes benefiting

Hispanics, women, small business owners, and in the area of education. She is also
sought after to speak about women and sports. Her prominence in speaking on the latter
category undoubtedly is related to her position as the first woman and first Hispanic owner

of a major league baseball franchise. When she was asked to participate as a partner in
owning the Colorado Rockies baseball team, Alvarado was concerned at first about the
financial risk, but she has come to consider this one of the best decisions she has ever

*ud*.'o'

(The literature indicates that Linda Alvarado is one of a "small group" of partners

who own the team, but does not specify precisely what Alvarado's share ir.'o*)
Alvarado is prominent among Hispanics nationally; she has received a number of
awards and acknowledgments for her work in the Hispanic community. The United States
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Hispanic Chamber of Commerce has recognized her twice as Business Woman of the

Y**.'on

She is chairman of the board of directors of the Denver Hispanic Chamber

of

Commerce and a directorof the National Hispanic Scholarship Fund. On March 17, 1995
the President named Alvarado to the President's Advisory Commission on Educational

Excellence for Hispanic Americanr."o One reason for Alvarado's concern for Hispanic
education is that, as she says, "The worldorce of the future is Hispanic."lsl By the year
2020,

it is expected that Hispanics will comprise the largest minority group in the United

States."2 Alvarado is working now to ensure a bright future "for Hispanics in the
professions, and increased numbers of Hispanics in senior positions in corporations. "'153

In addition to her activities with Hispanic organizations, Alvarado is also a
corporate director for a number of companies: Pitney Bowes, Cyprus Amax Minerals
Company, and Englehard Corporation.l5o Some other awards she has received include the
1996 Revlon Business Woman of the Year, the 1996 National Minority Supplier

Development Council Leadership Award, and an honorary doctorate in Commercial
Science from Dowling College in New York.

"'

Alvarado's attitude on working toward change is exemplified in this statement she
made to the SaraLee Roundtable in Nashville in

April

1996, which was a gathering

of

national women leaders meeting to discuss women in sports: "It is ultimately our

responsibility as women to create substantive changes in the attitudes, in the funding and
the opponunities of participating in sports and not wait for others to change. Had we

waited for Congress to act on its own, we would probably still not have the right to
vote. "
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Carol Bartz
CEO of Autodesk, Inc., Sausalito, California

The situation for women in computer technology seems to be a "good news/bad

news" scenario. On one hand, the rapid growth and expansion in the area offers
opportunities for advancement beyond most established industries. On the other hand, the

"subtle sexism" women in this field encounter each day is unlikely to diminish if women
remain a minoriry within it, a situation that seems likely to continue given that, of the
number of computer science degrees awarded in 1984,
whereas the proportion awarded to women
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.I7o were awarded to women

in 1995 had slipped

to28.4To.rs7

Of the scarcity of women at the highest level of companies in the computer
industry, Carol Bartz says, "It's pathetic. It paints a horrible picture of Silicon Valley."l58
As the CEO of Autodesk, Inc., the fourth-largest software company in the world, Bartz is
the only woman at her level in the computer indusury. In her interviews and speeches,

Banz is outspoken on issues of gender inequity and on the need to actively encourage and
support girls in learning mathematics, science and computer science.

Her desire to help and encourage other women has roots in her own difficult

childhood. Her mother died when she was eight, leaving Carol to take care of her father
and two-year-old brother. Not only was her father unable to care for the children, he

physically abused them. When her grandmother became aware of the situation, she
brought the children to live with her on he. farm.'5e Rather than focus on the pain she
experienced in her early years, however, Bartz credits the lack of adult supervision with the
fact that she did not feel limited from excelling in math and science. Banz has noted that
her college roommates thought that

it was strange that she majored in computer science, but

because she loved math so much, she thought

it was the

best choice

for her.

Bartz' encounter with the glass ceiling occurred early in her career, while she was
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working as a systems analyst at 3M. She applied for a management position, only to be
told that a woman would not be considered.'*

B*r, left 3M for Digital

Equipment

Corporation in 1,974, a company she knew to have better oppornrnities for women. She
was challenged by, and enjoyed, her work there, but had made a conscious decision to

acquire a broad base of work experience. In 1983 she left Digital and moved on to Sun
MicroSystems, which during her time there, went from a start-up company to a major
powerhouse in the indusury. Bartz had taken the position of customer relations manager.
The company's huge growth had outstripped its abiliry to provide adequate customer
senrice, so Bartz's ability to quickly build a strong customer service team was a pivotal
success

for her and for the company. By 1992Baru herself moved up into the number

two position in the organization.
When she left the no. 2 slot at Sun MicroSystems in 1992 to take over
Autodesk, she said the software maker could be a billion-dollar company in
five years. She 's halfway there: Net revenues were $405 million for fiscal
'94; net income went up 42Vo from fiscal '93. She did it by cutting
unprofitable divisions, focusing on the core business+omputer-aided
design-and developing senior management teams. 16l

As the new CEO, one of Bartz's biggest challenges was to create a team spirit
among a deeply divided company. The engineering and sales divisions of the company
were at odds with each other, being comprised of different personality types and having

different goals. Bartz worked to help them all understand that the needs of the customer is
the primary consideration, and that meeting those needs is the goal of all members of the

company team. Bartz's explanation that learning to listen to people regarding their
understanding of the issues was a crucial part of understanding the problem as well as

gaining their trust and support.
In addition to excelling within these challenging situations, Carol Bartz is also a
cancer survivor. She underwent rreatment for breast cancer at the sams time she was
engaged with trimming the unprofitable divisions from Autodesk and improving its
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financial position. In characteristic fashion, she informed her employees in a
straighforward manner about the situation, took a month off for treaEnent, and then
returned to work.
Autodesk has been acknowledged as a national leader in its policies on family time.
Employees usually work at home one day a week, and Bartz herself often spends a week at
home with her daughter after she has spent significant time traveling. Bartz has stated that
the culnue within the organization means that there are times when projects involve intense

concentrations of time for the short terrn as well as strong teiunwork to bring to fruition.

Allowing employees flexibility during slower times makes it easier for them to be focused
and loyal during the intense periods.

Bartz plans on retiring in her fifties and concentrating on working with groups

involved with cancer prevention, with promoting health programs for women and girls and

with mentoring programs for women in business. But Bartz is also concerned with
working on the causes underlying the glass ceiling for women in technology as well

as

discrimination on a broader level.'u' In speeches and interviews, Bartz relates the fact that
she

still encounters instances of prejudice or assumptions based on stereotypes, if not

discrimination. In particular, at gatherings of CEOs including industries other than
computer technologies, others will assume that her husband is the CEO or that she is in
attendance as a moderator or secretary rather than as one CEo among

*uny.'t'

Bartz also

recounts incidents where her own daughter has wondered why the boys in her first grade
class got to answer all the questions, or has stated that she 'Just isn't good at math."l6o

This is a disturbing statement about the pervasiveness of the messages discouraging girls
academically: though her mother is a living example of the realization of women's potential
in the fields of mathematics and science, this fact has not made the daughter immune to
these

limiting and defeating societal messages.
Bartz' strength, competence and intelligence has made her

particularly women in computer technology.'u'
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a

role model for women,

Diana H. Bowling
DYIi{A Corporation, Upper Marlboro, Maryland

DYNA Corporation is "a 'concrete and ag$egates' company that produces and
delivers concrete via its own fleet of tnrcks."lffi DYNA Corporation evolved from a
company originally known as E-Quality Concrete that was launched in 1988. Formerly a

minority owner of E-Quality Concrete, Bowling bought out the original investors and took
100 percent ownership of the company. She changed the name of the company because
she found that emphasizing the fact that the company was woman-owned had more

negative implications than positive. "Revenues in 1994 were $12.8 million, with roughly
45 employees. Clients in 1995 included the C.H. Tompkins Co., Blake Construction and

Hyman/Omni Construction. In April of 1996, DYNA won the job of supplying ready-mix
concrete for the Redskins Sta.dium proiect."'67 Bowling is married and has two chitdren.

Her husband "owns a compatible business and is a supplier to DHB's on-site Federal
Triangle plant," a fact which has undoubtedly contributed to Bowling's success, but the
literature does not indicate to what r*,rnt.'u*

Until recently, it was unusual for women to seek to own businesses in

the

construction industry. Diana Bowling grew up familiar with the construction industry,

which fostered a life-long love for

it.

firm, and during the summer when

Her father was the general manager for a ready mix

she was 16 years old,

Bowling herself worked

as

receptionist for the company for which her father worked. In college, Bowling majored in
marketing, but minored in architectural drafting because of her love for the construction

industry.
In addirion to providing her with exposure to the construction industr!, Bowling's
parents strongly influenced her potential for future success. Several authors on strategies

women should use to succeed in business (whether within companies or as entrepreneurs)
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assert that too often women

fail to plan for their futures and to set long-terrn goals. Diana

Bowling was fortunate: her parents taught her at an early age to set goals and to make
specific plans to achieve these goals. Her father even scheduled annual "review sessions"
to discuss the progrcss she had made toward her goals over the past year.l60 Bowling
attributes much of her success to this early training.
Though women have made significant inroads in constnrction since 1986, Bowling
embarked on her involvement with the indusuy when it was still very difficult for women.

Lack of opportunities and sexual harassment were problems she encountered on a regular
basis. As an example of the way the indusry operated in the past, she recalled that in her
first job out of college, when she was a trainee for a company that sold trucks, a nearby
competitor kept women on its payroll who spent the night with those customers who
bought one of their new truckr.t'o Encounters with sexism only make Bowling more
determined to succeed, however:

A big driver for me, over and over again, is hearing "you can't do that" and
it's because I'm a woman. As long as they tell me I can't, I'm going to
keep on working to overcome that. Although I had a long-standing goal to
have my own business, I was really driven to [go for it in 1988J because I
was at the Glass Ceiling-absolutely. And even though I had moved up in
this other firrn-when I left there I was vice-president of marketing, at over
triple my original salary, after seven years-l wasn't eager to ury another
large corporation.lTl

Bowling interprets the glass ceiling phenomenon broadly. Her perception is that it
is not strictly an issue of gender- or race-based discrimination, but a situation that ocsurs
whenever opportunities are made available to people based on how well they get along with

their superiors rather than based on the quality of their work. As she says,

In big corporations you see a lot of people, good performers, who get '*lost
in the group"" Somehow they are always overshadowed by the guys who,
though louder, a.ren't doing much of the work. Some very good people get
lost because they aren't in these cliques. Nobody hils the claim to fame to
say "this just happens to my group"-*1sugh generalizations and
stereotyping make it nearly a given for women and minorities.lT2
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Because of what Bowling has observed in this regard, she determined that within her own

company, employees would receive merit-based rewards and non-performers would be let
go.
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While most of the literature regarding the glass ceiling addresses the difficulties
faced by women and minorities, a L997 survey of business owners conducted by the
National Foundation for Women Business Owners and the Committee of 200 found that

"22 percent of the men business owners cited a 'glass ceiling' as a reason for starting their
own company, a slightly higher percentage than women.""o While this report does not
indicate the racial breakdown of the respondents, it seems likely that white men are among
those expressing frustration with the glass ceiling.

Bowling had a major setback a year after starting her business. Eight of her nine
employees were involved in stealing from her company. Some of these individuals
confessed to their part in the scheme, provided evidence to Bowling and were still with the

company at the time of Gregorsky's study. Despite an abundance of evidence against the
wrongdoers, local police as well as the State Attorney's office refused to prosecute the
thieves, asserting that they were too busy to prosecute Bowling's employees. In the long
run, the business became much stronger because Bowling put a system of checks into

effect to prevent such problems in the future. In the short run, however, this situation was
a

trial by fire for Bowling, who lost several key employees at the same time she had a five-

week-old baby at home. Not only did keeping the business going required a great deal of
work, but she faced a wrongful termination lawsuit from one of the dishonest employees
that she chose to settle out of court. In addition, some of the thieves continued to use

Bowling

as an employment reference, and by

law she was unable to inform prospective

employers of these individuals of their crimes.

Bowling benef,rted from govemmental programs to promote minority and womenowned businesses, but agreed with other women entrepreneurs from Gregorsky's study
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regarding the difficulty of the certification process. This process took her four years with
the city authorities and two or three with smte and county

officer."' D*spite her

difficulties, however, Bowling was sympathetic to the need for stringencies within the
system. She told Gregorsky that she had observed a situation where two men made one of
their wives president of their company in order to receive the benefits of certification as a
woman-owned business and apparently did not realize that simply making her a figurehead

within their organization would be an abuse of the system. Bowling also commented that
good old boy networks pervade the client base of an industry and not just the companies
where women struggle to advan..."u

Civen the difficulties Bowling has faced, Cregorsky found it remarkable ttrat

Bowling "betrayed not a bit of emotional binerness or even resentrnent" as she recounted
her experiences to

him.'7' Bowling appears to believe that women

are at an obvious

disadvantage in business, particularly in industries such as construction. In August of
1997, Bowling was quoted

in theWashington Post as supporting proposals passed by the

Small Business Adminisfration to benefit several thousand new firms, especially those of
white women. Bowling stated, "I've never understood why the SBA hasn't recognized

[all] women

as a disadvantaged class. Women are

still not part of the 'good old boy'

network that is a big part of how [construction] contracts are awarded ."
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Like many

women who have had to stmggle for their success, she continues to work to make the
situation easier for women in the future.
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Emma Chappell
President, CEO and Chairman of the Board, United Bank of Philadelphia,

Philadelphia, Pennsylvania

By educating herself in her industry, working very hard and taking well-calculated
risks, Emma Chappell made herself a bank president. Having succeeded without mentors
and in the face of both sexism and racism,

it would

be understandable

if Chappell portrayed

herself as a self-made woman. But Chappell is too wise for that. Chappell takes a very
active role in her community; she has a sense of mission about how her position and her
bank can help women and members of the African American community.

It

seems almost

beside the point that the synergistic relationship Chappell has with the community is also

good business.
Born to a family where both parents worked and owned a home, Chappell (n6e
Bayton) spent her early years in a secure, middle class environment. When her mother
became terminally

ill and died when Chappell was 14, the situation became much more

difficult. Her father

had to work almost constantly to support the family and to pay her

mother's medical bills; Chappell, as oldest daughter, took on her mother's role. The
situation was precarious enough at one point that local child welfare workers apparently
considered dividing the family, but relented when interviews with the neighbors assured
them the Baytons had a good family life in spite of their

difficulti*r.'"

Because "she was

smart, energetic, and enterprising," Chappell "received continual support from neighbors,
schoolteachers, and the

church....

She excelled in school, and there was

little doubt in

anyone's mind that she would emerge as a productive citizen."lffi
Chappell's relationship with her family has been a constant source of strength and

stability, from her childhood family to her current relationship. Spending time with her

family is key to Chappell's abiliry to remaining grounded and to recharging her energy.
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(Because her surname is different than that of her parents, it appears that Chappell has been

married. However, discussions about her family mention two daughters but do not refer to
a

husband.)t*' Another crucial part of Chappell's support system is her church.'*'

Chappell has been a member of the same church, Zion Baptist Church in Philadelphia, all

of her life. The church's pastor, Iron Sullivan, took a leadership role in civil rights
activism in the early 1960s and afterward. "Reverend Sullivan's activism established Zion
Baptist Church as a model of social resistance."'*' The pastor and the church served as an
example of what could be done about injustice as well as what people get done by working

together. Chappell is proud to bear witness to the importance of her church in her life.
Chappell entered the world of work as the first African-American bank employee in

Philadelphia in 1959 when she was l? years old.re At a time when most of the other
women employed at the bank remained in low-payrng clerical positions, Chappell recreated
herself into an image of a successful woman that she could only have imagined, because
"she had no mentors, no role models, and no one willing to show her the

roprr."'*'

Through 17 years and many positions as she worked her way through the ranks to become
a

vice president, Chappell remained at Continental Bank. It was then that she ran into the

glass

ceiling. For the next

15 years she could progress no

further. She saw white men

she

had trained being promoted over her. Incidences of racism and sexism occr,rred regularly.

Chappell usually was unable to distinguish which of these rwo dynamics predominated in a
given situation; she was inclined to attribute these occasions to racism, until the bank began

hiring black men, one of whom was quickly promoted him to the highest levels of the
organization. Chappell worked to acquire all the experience and education necessary to be
successful in banking; she took executive training and offered to take strategic transfers,

but to no auail.l86
Despite the instances of racism and sexism, Chappell did not have negative feelings
about Continental Bank. The title and salary that she had earned indicated recognition
her ability and her achievements, and were beyond what most women at the bank had
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attained. But Chappell knew she had even more to offer, so she left to start her own bank,
United Bank of Philadelphia. Chappell approaches her work as a banker with a sense of
mission, and the primary mission of her bank is to serve the community, especially the
needs

of its female and minority members. In her own words,
But I needed to spend time educating my community, helping my people to
understand the banking indusury-how to handle their money, what to look
to the bank for, how not to be intimidated or feel threatened by it, Eyrng to
bridge the gap between the big corporate world, the financial world, and the
communiry itself. I probably could have had more influence in the banking
indusury if I had been more selfish about ir But I've always considered
that, in my wfl), I was doing God's work.l87

Continental Bank seemed ambivalent about Chappell's community connections. "At times,
the bank allowed her to do almost anything she wanted to do to build relationships in the

black community. Her high visibiliry made her one of the black community's most credible
spokespersons."'88 However, one incident which demonstrates this ambivalence was a

promotion Chappell received after the bank merged with another. Chappell's new title was

"Vice president of the Urban Economic Development Services Department,"

a position that

seemed to recognize Chappell's influence with the urban communiry.'*' The fact that she
was to report to a senior vice president whose credentials were on the same level as her

own turned this "promotion" into a mixed message. Chappell has speculated that she may
have advanced fanher at Continental Bank

if

she had focused more on the technical and

internal aspecrs of her job rather than on working with the community.'* The tone with
which she discusses the issue is not one of blaming the bank, but rather, that she made a
choice in esrablishing her priorities, that not reaching the top at Continental Bank may have
been a result of that choice, and that she takes responsibility for the consequences of that

choice. However, in the long run, the consequences of that choice appear to have been
entirely positive.
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Chappell has noted that women have played an important role in helping her achieve
such a high level of success. Given that women entrepreneurs have cited experiences

of

women competing with, orfailing to support, otherwomen in the workplace, Chappell's
statement may speak to either what can be achieved when women work to help each other,

or to her own positive

nutur.."' Chuppell's gregarious, vivacious personality

was the

focus of one magazine article about her. One anecdote from that anicle related that when
Chappell was a bank teller, people would wait in line to be served by her, even though
other tellers were not busy. Chappell's personality evidently has been a major factor in her
success; her warmth seems to create its own "comfort zone" as described by Driscoll and

Coldberg.'" Chappell'sexampleshowsthatf,rttinginisnotmerelyamatteroflooking
like people in positions of authority. Rather, making these individuals comfortable can also
be achieved by extraordinary social skills as well as by displaying one's competence and

intelligence.

Chappell's ability to instill comfort and trust in others is reflected in her
involvement with the community. Her organizational memberships include the Board of
Directors of the Marion Anderson Historical Society, the Skinner Farm I-eadership Institute
Board of Trustees, and the NAACP, among others, and involvement in fundraising efforts

for National Council of Churches' Burned Churches Fund and the Avenue of the Arts

p*.j.rt."'

She has played a leadership role

for the Forum forExecutive Women, the Girl

Scouts of the U.S.A. and the United Cerebral Palsy Associatior.'no She has been involved

in a number of political campaigns, including those for Wilson Coode, Philadelphia's first
black mayor, the Reverend Jesse Jackson and former Congressman Wiltiam

Gr*y.'"

Serving the community in this way helps Chappell to "give back" to the people who have
supported her throughout her career. At the same time, her community service is a key
element of the success of her business.

Black ministers helped garner support for Chappell when she was raising funds to
launch "the United Bank of Philadelphia, the first chanered black-owned, full-service
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commercial bank since 1923."r!I5 She followed through on her belief in the importance of
empowering blacks economically by focusing her bank to meet the needs of the black

community. Her "efforts to provide financial services, including personal loans, business
loans, and mortgages, to the black cornmunity is unprecedented in contemporary

America."leT But Chappell is concerned not only with providing lending assistance; her
mission is to demystify banking to empower people to take control of their economic

futures. Under Chappell's leadership, United Bank of Philadelphia embarked on a proactive outreach program to teach members of the community about invesrnents and

financial planning, including a program for high school youth on planning and starting their

own business*r."t
Chappell believes that she has "benefited both directJy and indirectly from Equal

Opportunity, affirmative action, and any and all of those policies to assist black folks."ls
One incident demonstrates Chappell's abiliry to capitalize on such an opportuniry at the
same time

it shows her savvy

as a

banker. Two years after United Bank opened, a new

federal law was passed that allowed minority-owned banks to take over failed Savings and

Loans. Chappell had prepared for this eventuality and had selected four formerly whiteowned thrifts that were located in minority neighborhoods.z* Wh*n the law passed,

"Emma transformed United Bank of Philadelphia from a struggling one-office enterprise to
a

thriving institution with five branches, $100 million in deposits, and a lucrative portfolio

of loans."2Ol Chappell had benefited from a special program for minorities, but with this
success, she is building the kind of success and economic empowerrnent that cannot be

given or taken away by legislators.
Consistent with feminine leadership styles, Chappell seeks ttre input of others when
she makes decisions. She says, "Oftentimes

I see where I can do something just

as well

myself, but having grown up in the banking indusry I realize we very seldom do anything
we don't talk to other colleagues about. For best results, I then seek to share information

with people and also seek information from them.'/m Comfortable with her power,
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Chappell strives to "surround herself with qualified people" and recommends that others in
leadership positions do the same.ffi After sharing information and seeking others'

opinions on issues, she makes final decisions herself. This process seems typical of
Chappell's approach to life. She has worked very hard to achieve her position, yet she
gives a great deal of credit for her success to those around her. Chappell provides a vivid

personification of Helgesen's "web of inclusion."ffi
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Patty DeDominic
P

DQ Personnel Services, Inc., Los Angeles, California

A recurring ttreme in the discussion of the problem of the glass ceiling is that
women often advance in staff positions such as cofirmunications or human resources rather
than in line positions, where their work can have a direct impact on theircompany's bottom

line. Patty DeDominic's is an interesting

success story because she is a specialist on issues

concerned with human resources. DeDominic is the founder and CEO of "PDQ Personnel

Services, Inc., the largest woman-owned personnel service in the greater l,os Angeles area.
PDQ places hundreds of administrative support personnel, providing innovadve staffing
solutions for clients in business, industry, and government in the greater Los Angeles

^
Area.

,1205

Because of Patty DeDominic's involvement with national and international

organizations, the researcher expected that background material on DeDominic's early life,
professional development and events that led her to form PDQ Professional Services in
1979 would be readily available in public sources. This did not prove to be the case. The

scarcity of available information seemed particularly srange given that PDQ Professional
Services was recently recognized by Working Woman magazine as number 458 on its list

of "America's Top 500 Women-Owned Businesses."'ffi Likewise, the fact that DeDominic
has a husband and three sons was revealed only

in the "Acknowledgments" section of

a

book she author.d.'o'
DeDominic has a long list of achievements and affiliations. She was the 1994-95
President of the National Association of Women Business Owners. She panicipated in the

first U.S. Depanment of Commerce trade mission developed for American businesswomen
and was pan of a task force to assist the Jamaican

Minist y of Labour in upgrading

the

country's employment practices. She recently received the Silver Achievement Award for
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Entrepreneurship from the YMCA of Greater l,os Angeles.ffi
She served a second two-year term as

Vie

Chair for the I.os Angeles Private

Industry Council, which develops and implements local job training and employment
systems. She was a pilot mentor for the U.S. Small Business Administration's'Women's
Networking Entrepreneurial Program and in November of 1997 was appointed as the
Special Counsel to the Board of Directors on Women's Issues for the Service Corps of
Retired Executives, where DeDominic will seek ways to help SCORE serve women
entrepreneurs even more effectively and to recruit more women as SCORE business

- 20q
counselors.'"' (Currently SCORE is comprised of

L3?o female counselors,

while 40Vo of

their small business clients are wom*n.''o) Her plan to recruit 800 new women counselors
to add to SCORE's existing pool of 1,200 women by the end of the year is ambitious, but

DeDominic's connections with national women's organizations as well

as her own

company make her an excellent person to accomplish such u goul."'

Her many awards and associations reflect DeDominic's influence, as does the
success of PDQ Personnel Services,

Inc. DeDominic

espouses many of the feminine

leadership values. The relationship between the changing workplace and a shift in
emphasis toward feminine leadership values (including a movement toward flexible work

plans, tuition reimbursement and child care) are no doubt contributing to DeDominic's
success at the same time that her influence as an authoriry on these issues helps to guide

business to accorrlmodate the increasingly diverse work

fo.r*."'

Patty DeDominic published a book in 1996 titled The New World of

Work As of

March 1998, she is panicipating in an internet question and answer forum called "Just Ask
Her!" at the An Income of Her Own *ebsite.2l3 In this forum, DeDominic models her
beliefs as she provides straightforward advice to students and workers on issues related to

owning a business. DeDominic advises readers on how best to achieve success with
words of encouragement. Her willingness to share her strategies for success as well as

actively reaching out to empower and mentor other women makes her an outstanding
76

example of a woman entrepreneur and leader. As the national work force becomes
increasingly diverse, many companies will seek guidance in making changes in how they

recnrit and retain the best workers. It will be interesting to see if, in the future, individuals
in the human resources field will play a role of greater influence and greater recognition in
how organizations function. The example of Patty DeDominic seems to indicate a possible

shift in this direction. Her national prominence as an expert in human resource issues
provides a venue for her ideas at the same time it verifies the need in the marketplace for
them.
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Marji

Dickson

Accounting w Computers Inc, Pittsburgh, Pennsylvania

Compared with most of the other cases examined here, Ivlarji Dickson runs a
considerably smaller business. Currently employlng ten people, Accounting w Computers
is following a policy of slow, cautious growth. This policy is reminiscent of the fact that
most of the nbw women entrepreneurs are starting businesses that may consist only of
themselves, or of a very small number of employees. This fact in turns reminds one that

many of these businesses and their owners may be virtually unknown outside their
communities.

Marli Dickson was one of the women interviewed by Frank Gregorsky in his study

for the Joint Economic Committee of the United States Covernment,Taking Risks and
Taking Charge: Women Business-Owners in Post-Corporate America. Her business,
Accounting w Computers Inc
offers a complete range of services and software for multi-pladorm
accounting. "Our CPAs, MBAs and MIS specialists-each with at least l0
years of experience-have the range of expertise to analyze every aspect of
your accounting and management-information needs..." Founded in March
1990, ACCOUNTING w COMPUTERS has 10 employees and 1995
revenues of $574,000. Holding 70 percent, Dickson is by far the dominant
owner. Outside investors (including her family and boyfriend) collectively
own the other 30 perce11.2t4

As an accountant, Dickson encountered skepticism of her abilities because she was
a

woman. In one organization where she worked a total of l3 years, she left one

depanment because a supervisor's sexism made it obvious that she couldn't advance

ther*.'''

She had more success in other departments, but said that she had to push for the

opportunities. In her interview with Gregorsky, Dickson recounted what was nearly

a

glass ceiling incident. The controller of the company did not believe that she was capable
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of doing a manager's job that had become available.
a

S

he persuaded him to give

it to her on

trial basis, stating that if she wasn't able to do it to his satisfaction, she would go back to

her original position. After some time had passed, the controller told her,

"I can't believe

it, but you can do ttall!"216 Despite some fnrstration, Dickson responded with humor:
"surprise, surprise! The woman can do it."2l7 In the long run, however, downsizing
within the defense indusury meant that opponunities evaporated; remaining with the
organization would only have been possible

if

she were

willing to move backward rather

than advance. In the next instance, she worked in a very small company. When a new

owner came on board, he cut the staff in half and expected the remaining employees to do
add the tasks of dismissed workers to their own duties. Dickson realized that this meant
she was now the only employee who was actually bringing income into the organization.

The combination of having maximum responsibility within the business while receiving

minimal reward for her work, plus the poor customer service being perpetrated by the
diminished staff, made Dickson realize that starting her own business was the only logical

choice. Since she had already set up a home office while working at this job, the start-up
costs were

minimal:

she only needed to add a second phone line and to rent office space

and finance other basic

infrastru.tu.*.''* In addition,

the customers were familiar enough

with the situation that when she left that company, she took the client base with her. From
this original group of 50 to 60 clients, she and her employees acquired a total client list of

approximately 300 in

fir*

yeu.r."n

Recurring themes throughout Dickson's corrments were the imponance of proving
the quality of one's work and the importance of working to eam one's rewards. Dickson's

opinion was that preference programs were likely to do more harm than good. She
explained that applying pressure to men to make them treat women fairly generally caused
them to rebel against the pressure and become resentful, rather than to understand the need

for fairness and to support the changes imposed to effect this

fairn.rr.''

Authors such as

Driscoll and Coldberg, who recommend that women seek to make the individuals in power
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positions comfortable with them as the best way to achieve success within the system,
expressed similar ideas on affirmative action and other preference programs. Consistent

with this opinion, Dickson has chosen not to file her business with government agencies
a woman-owned business. Her perception is that the process for

as

filing for this status is

difficult and time-consuming, and that the benefits provided would

be dubious at best. Her

concern is that identifying herself as a woman-owned business would work against her in
the long

run. She expressed that it is imponant to win clients through

the quality of her

work rather than through judicial or legislative mandate, adding that her belief that attempts
to promote women- or minority-owned businesses may have make them appear suspect.
However, Dickson did acknowledge that she might feel differently about involvement in
government preference progmms if she was part of an industry where the direct benefits
were more plentiful.22l

Dickson also expressed concern about the effectiveness of affrrmative action or
other preference programs. She did not seem to believe that governmental mandates would
put an end to the sort of cronyism that has characterized how business has always been
done, but that it would merely change that way these activities are ca:ried out.ru In

addition, she states that she has observed an encouragrng reduction in discrimination.
Thus, she prefers to concenrrate on building her company's reputation on the quality of the

work they do. On an ideological level, she professed that she did not believe in the
feminism that was prominent in the 1960s and 1970s. She differentiated feminism from
"gender equity," which she described in these terrns:

"I'm doing the same job as a man, I

should be paid the same u, u *un.'/"

Dickson appeared to have had negative experiences working with other women in
her community. She described in a general way situations where she tried to coordinate

activities with women who promoted themselves as supportive of other women, only to
f,rnd that they "stabbed her in the back .'324 In fact, contrary to the self-descriptions

of these

women, other individuals had warned Dickson that they would indeed disappoint her. The
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result seems to have been that Dickson had once been eager to make such connections, but
these negative experiences soured her on the

possibility. At the very least, Dickson's

relating rhese events seemed to indicate that she would approach future opportunities to
partner with other women business owners with caution and low expectations. She also
expressed the opinion that women didn't understand or live out the concept of teamwork as

well as she thought they should.Es
On the other hand, Dickson acknowledges that there are some organizations that

prefer to work with males. Despite the fact that she and the next highest ranking person in
her organizarion are women, she accepts the situation when it arises and simply sends one

of her male employees to work with that client.z6
Overall, Dickson appears to place the highest value on fairness and on producing
the highest quality work regardless of gender. While she had encountered unfair situations

in the past, her attitude seemed to be that the solutions were within her power. Dickson
seems to want exactly what she has earned, no more and no less. As a leader

of

a

company, she would be likely to place high importance on customer service and competent

job perforrnance. In her interview with Cregorsky, she often expressed frustration with
individuals who sought to receive things they had not actually earned. These individuals
included the boss who downsized her company and expected her to bring in the income
while he only worked half-days; a person who tried to sue her company when the reason
they were unable to achieve results within his organization was his failure to compel his
employees to follow the necessary procedures; jury members who make huge awards
because they

fail to

see the total impact their actions have on society; people on welfare;

feminists who she perceived as seeking special, rather than equal, treaunent.zz7 Lawyers in
particular have earned her contempt.z28 Her perception is that the rush toward lawsuits has
damaged the process of reasonable negotiations.

Within the accounting industry, Dickson's ability has garnered enough respect that
her testimonial is prominently displayed on the website of one of the leading companies
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producing accounting
ensure that

it

soft***."'

Her strategy to grow her business cautiously should

has a solid foundation. Her attitude that rewards reaped should balance with

efforts extended seems extremely appropriate for the head of an accounting firm.
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Judy Estrin
Founder and President of Precept Software, Cupertino, California

n'One
way not to have a glass ceiling is to
Of the glass ceiling, Judy Estrin has said,

build your own house. Because I chose the entrepreneurial route, it's not like I was trying
to rise through the ranks at some large company.'P3o Only 26 when she started her first
company, Estrin learned early the benefits of being herown boss.Bt App*ently the sturm
und drang of entrepreneurship agrees with her: Precept Sofnpare, Inc. is the third
company she and her husband started in the computer industry. Their pattern thus far has
been to launch a company, bring

it to prosperity and then leave, and then, after taking

a

short break, stafl a new venture.

Her family background and her credentials have prepared Judy Estrin well to be c+founder of three major companies in the computer indusry. As Estrin has said,

"I went

into life assuming I could do whatever I wanted.'#' Hr. father was chair of the computer
science department at UCLA for six years; her mother was among the first women in the
counury to eam a doctorate in electrical engineering; one of her sisters has a Ph.D. in

computer science from MIT and her other sister is a physician.z33 Estrin earned her
bachelor's degree in mathematics and computer science at UCLA. She did her graduate

work at Stanford, earning her master's in electrical and computer engineering."o While at
Stanford, Estrin's advisor and mentor was Vint Cerf, a man conlmonly referred to as "the
father of the Internet."
Estrin and her husband, BiU Ca:rico, started their first company in 1981. Bridge
Communications Inc. was a network company that was successful enough that an industry
leader, 3Com Co.p., sought to acquire it in 1987. It cost 3Com $235 million in stock
options for this company, which was bringing in $?0 million annually."' Estrin and

Carrico started their next business, Network Computing Devices Inc., in 1988. They
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parlayed the $15 mitlion in venture capital funds into a business with sales of $140+

million by 1995."u Th*ir next (and current) business, Precept Software, Inc., is
developing technologies for allowing corporate networks to use real-time video without
bogging down network operationr."' Precept was expected to achieve $3 million in sales

for

1

gg7

."r

In addition to her position as president and CEO of Precept Software, Estrin also
serves on the boards of Rockwell International, Federal Express, and Sun MicroSystems.

Estrin acknowledges the role her gender plays in increasing the "diversity" of these boards,
but states that her technical expertise is also one major reason her presence was recognized

on these boards.
Estrin maintains a relatively low public profile and in interviews tends to focus her
discussion on issues of technology. In interviews she has expressed concern that the hype
around the Internet and the attention certain individuals within the industry have gotten

from the media is a distraction from more important issues within the industry, and one
which courts a possible public backlash in the future. For herself, she says, "I'm an
engineer at heart. I'm not looking for anyone to make me a star.""n Another reason for
her concern is the fact that celebrated technological achievements are a result of teamwork,
a fact that gets lost when individuals are lionized.

For Estrin, the attractions of the kind of celebrity being bestowed on rising stars in
the computer indusury seem to pale in comparison to the challenge of using technology to

solve problems. "That's why I never went on to finish my Ph.D.... I discovered that
technology for technology's sake doesn't really matter to anyone. What matters is how to
apply technology to solve a problem. That's become my biggest interest."

possibilities technology has to offer fascinates the people who work with

240

it.

The new

Estrin notes

that people in her indusury often discuss their work throughout social gatherings.

"Tschnology is part of our social life," she said. "It's

a passion, not

just

a professio n."24'

Because of this fascination, it can be difficult to let go of work in order to concentrate on
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the needs of the
said

family. "I always like to say I'm going to find more balance in my life,"

Esrin, who also combines her work duties with being

have a son,

David.) "But you can't

a

mother. (She and Carrico

be an entrepreneur on a part-time basis. So

I haven't

done any of those balance things yet."'o'

In this context, it rnay be easier to understand the success of Estrin and Carrico's
marriage. Those who write about this couple often express surprise that they have been
able to work together, since starting a business is commonly considered the most grueling
phase of the entrepreneurial process, and Estrin and her husband have started three major

companies in sixteen years. Yet given the demands of the industry and its rapid growth,

working together may be the best way for a couple with a high tolerance for sffess to be
able to spend rime together. The fact that they have complementary personality types may
also work in their

'I'm

favor. "The duo blends a Mrs. Outside, Mr. Inside

set of personalities.

the people person,' says Estrin, who's president of Precept and thrives on dealing

with customers. Chairman Carrico is the strategist but gets involved in operations 'when
aggressive action is called 1or. "'243 But this is not to imply that Estrin is lacking in
business capabilityi on the contrary, William Elmore, a venture capitalist who is backing

Precept, says, "Rare is the technical wizard who can think srategically and run a business.

Bill

Gates and Larry Ellison have that talent. So does Judy Estrin."2# Estrin's business

capabilities were also proven when she and her husband started their second company in

1988. He had the title of president; Estrin was the executive vice president who handled
the company's marketing and high level sales. During the company's second year, when
became apparent that the company's success was due primarily to Estrin's efforts, Carrico
stepped down as president, and Estrin assumed the role that she has held ever since. Her

comment on this displays the diplomacy crucial for a successful marriage: "Vy'e kind of
always split things up amongst us. Together we make a great CEO.'p4' Eroin also notes
that women may face greater challenges in getting established in business, but she has
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it

found that with a proven track record of success, being a woman is no longer an obstacle in
her *ork.2o6

Estrin has proven herself in the computer industry, and experience and success
have made a drastic difference in how her proposals for funding are received. She has said

that it took six months "and countless presentations" to fund the first
second company,

,o*p*y.'o'

For the

it took six minutes and two phone calls to locate $5 million. "When

word of Precept's founding got out in March, 1995, Estrin says: 'We had venture
capitalists calling us and begging us to take their money ."'248

Estrin stands as an example of a woman successful in computer science and as an
entrepreneur. She appears to prefer to concentrate on the work at hand, rather than seeking
the public spotlight as a spokesperson on behalf of either technology or women's causes.

Many successful women who are activists for the advancement of women had daunting
obstacles that they overcame on their way to the

top. It may be that

because Estrin did not

perceive any limits toward success in the computer indusury, her main priorities lie in her
company, in finding solutions to the questions technology is teaching sociery to start
asking, rather than serving as an advocate for social causes. In any case, Judy Estrin has
shown what a woman can do

if

she does not feel limited by her

can build companies without glass ceilings.
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gender-and how women

Ruth Owades
Calyx

&

Corolla, San Francisco, California

Being underestimated is one of the painful symptoms of the glass ceiling. For Ruth
Owades, being underestimated by her superiors in one company led "her to build not one

but two successful catalogs-and to be one of the few women whose businesses are
feanrred as case studies at the Harrrard Business School.'Pae Owades' sesond business,

Calyx & Corolla, has taken a simple

idepa

direct-mail flower delivery service-and

rethought the traditional delivery service so customers receive flowers that last ten days

longer than has always been the case. With $20 million in revenues last year, Owades'
biggest concern has been to allow the company to grow slowly enough to avoid fatal cash

flow problemr."o
Ruth Markowiu Owades was raised in East l-os Angeles, a Jewish girl in a

working class Hispanic neighborhood. The fact that her father owned a bookstore was
indicative of his intellectual inclinations rather than his business skills. His encouragement

of Owades' academic interest combined with her

sense

of never fitting in with her

classmates spurred her to concentrate on her schoolwork. Her father's death when she was

twelve placed great financial hardship on her, her older brother and her immigrant mother,
who lacked education and job skills for supporting her family. Owades felt pressure to

work and to conrribute to the family's income at an early age.5' She vowed to herself that
she would never

allow herself to be in the position of helplessness her mother was in.

Owades parlayed this determination into a large scholarship at a prestigious private college,

which allowed her access to possibilities far beyond that of her classmates; for example,
she spent a year as a Fulbright scholar studying theater in France

with the playwright

Ionesco. When a career as a theater critic did not materialize, she tmk a position with the
New York office of [,os Angeles Mayor Yorty's Economic Development Center, working
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to persuade companies to open branches in the

los Angele, areu."' It was while

she was

on this job that she met her husband, Joseph Owades, which has not only given her
happiness, but a level of economic security she had never previously experienced and one

that allowed her the leeway to experiment that was critical to her later work.

After years of traveling with her husband as his job demanded, Owades eamed an

MBA at Harvard. Afterward,

she took a job at

CML Group,

a company that acquired

catalog and retail businesses. Owades, the only woman on its corporate staff, did market
research and determined that a gardening catalog would have an excellent chance for
success among their upscale customer base. The chairman and president allowed her to

develop the idea for six months before they became unnerved by the idea of originating
rather than purchasing a project, then they pulled the plug on her. Owades still believed

strongly in the project, and consulted with her husband and her attorney about her chances

of success in managing the project on her own. As

a result, she had papers drawn up

to

allow her ownership of the project (because she had developed it as a CML employee, so it
was the company's property) and presented it to her boss. His response has prompted
Owades to say, "Here's one instance where being a woman probably worked to my
advantage" because it was clear that he believed that she didn't understand how much work
the project would involve and that he did not think she would succeed.zt'
the value of the project and of her skills in managing it,

it

seems

If

he had realized

unlikely that he would

have let them go.

The catalog business, named Gardener's Eden, was extremely successful. Owades
had been running it for three and a half years when a large kitchen and housewares catalog

company, Williams-Sonoma, expressed interest in acquiring

it.

The deal they proposed,

that they own the catalog and that Owades continue to run it, would necessimte a move

from New York to San Francisco. The fact that her husband supponed her in this move
both allowed Owades to fulfill her dream and demonstrated his role as her prime means of

support. While it is expected that a wife, no matter how successful, will move according to
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the needs of her husband's career, the reverse rarely occurs, and occured even more rarely

in 1984, when this deal took plur"."o
After five successful years, Owades realized she needed a new challenge. She left
the company and took a year to determine what she wanted to do next. When she decided

to combine her experience in the mail order industry with her love of flowers, she worked
to devise a radical way of marketing and distributing flowers. Her idea was that

if

she

could eliminate the middleman, shipping flowers directly from the growers to the
customers, she could provide a higher qualiry product, flowers that could last a full ten
days longer than those distributed by traditional means. She also worked with Federal

Express to design a methd of packaging the flowers that, while more expensive and time
consuming, resulted in much higher product quality. Owades employed an innovative use

of computer technology to create a virtual company comprised of her own company, the
growers and Federal

Expr*rr."t

With her success with Gardener's Eden and on the strength of her ideas on how
technology could be used to improve floral delivery systems, Owades was approached by
several venture capitalists wishing to invest in her new business, Calyx

& Corolla.

However, Owades was unwilling to give up any control in how she chose to run the
business, so she sought private investors instead. Since it was launched in January
1989, Calyx

& Corolla has been so successful that Owades

its growth outstrip its cash

of

has had to be careful not to let

flo*."u

Like many women entrepreneurs who came from disadvantaged backgrounds,
Owades makes a deliberate effon to help the disadvantaged. She strives intentionally to

hire women, such as Eastern European immigrants and unwed mothers, who have special
needs both in terms of economic pressures and self-esteem. Owades is gratified by the

financial success of her company, but it is more imponant to her that she is providing a
workplace that values its employees, allows them opportunities and nurtures them, rather
than underestimating their talents.ET
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Barbara Gardner Proctor
Proctor

&

Gardner Advertising, Inc., Chicago, Illinois

Barbara Gardner Proctor is owner of what was described in the mid-1980s as'none

of the fastest-growing advenising agencies in the count y.'p'* "President Ronald Reagan
cited Barbara Proctor in his 1984 State of the Union Address as an example of one of 'the
heroes of the eighties. "'25e

If one aspect of heroism is the abiliry to turn obstacles into

opportunities, Barbara Gardner Proctor is indeed a hero.
Her mother was l6 and unmarried when Proctor was born. Her mother went to

work and Proctor was raised by her grandmother in Black Mountain, North Carolina. Her
grandmother's insistence on the importance of "what's inside" a person rather than "what's

outside" shaped Proctor's later determination and strong ethical
Proctor the lesson about what one can and cannot

,h*gr.'u'

,tunrr.'*

She also taught

Proctor was able to go to

Talladega College in Alabama by virtue of a scholarship, financial assistance from her

mother, who was now working at the Pentagon, and from her own part-time job.tr'
After college she worked for Vee-Jay records from 1960-63. During her time there
she met many prominent jazz musicians such as John Colrane, Miles Davis and Nancy

Wilson.263 She enjoyed her work and was successful, but after divorcing her husband of

two yeffs, she found it necessary to remove herself from the jazz community in which he,
too, was employed.
Proctor's interest in advertising was sparked when a man from an advertising
agency approached her regarding an employment opponunity.ffi It was the 1960s and
Proctor discerned that the agency was seeking a token black employee rather then a member

of the team; Proctor did not take that position but afterwards did seek a job with another
agency. As she worked to advance in the world of advenising, she hit the glass ceiling.
As she put it, "In advertising, the only thing worse than being a woman, was being an old

90

woman. I was over 30, female, and black. I had so many things wrong with me that it
would have taken all day to figure out which one was to blame for my rejections. So I
decided not ro spend any time worrying about it."

2ff

Thus she decided to start her own

advertising agency. She interviewed with three organizations and received three offers:
one salary at $60,000, one at S80,000 and the third at $120,000. She determined that the
$80,000 salary should be considered her value on the open market and approached the

Small Business Administration for a loan for this amount to launch her own business. She
was the first person awarded a loan by the SBA for launching a service organization.

What is most intriguing about Proctor's success is that advertising is a field she
seemed to

"fall into." Her

degree was in education and she intended to become a teacher.

After college, she began a promising career in the music industry, a career she felt
compelled to leave behind because of her divorce. Working in advertising was not her

life's goal; in fact,

"'In

she does not have a great deal of respect for advertising as an industry.

the public-rnrst category,' she told the Wall Street Journal, 'our advenising business is

in a dead heat with the used car salesman. And justifiably so. Advenising's only goal
seems to be to move goods and seryices at a profit.

"'

zffi

Proctor is noteworthy for her unusually strong ethical stance and for her dedication
to her community. Proctor is very critical of how advertising is used to generate
insecurities among the public, particularly in women, to persuade them to purchase

products. Proctor has refused to accept any advenising that she perceives as having a
demeaning or negative effect toward African Americans or women. She has also refused to
advenise cigarettes or alcohol. Proctor believes that ttre influence those in the advenising

indusuy wield means that they bear a responsibitity toward consumerr.'u' On a similar
note, Proctor has stated that the major source of failure for salespeople occurs when they
base their selling techniques on the quality of the product they are sElling, rather than

focusing on how that product will enhance the consumer's life.ffi
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The strength of Proctor's values and the priority she places on them makes
advertising appear a curious career choice for her. Despite her negative and cautionary
statements, Proctor has called the a::t of salesmanship "the highest form of persuasion."ffi

Through her gift for communicating and selling, Proctor expresses her concern for her

community. Advenising merely enhances her ability to reach the communiry.
Proctor's skill in connecting with the community is evidenced in the many awards
she has won and leadership positions she has held
has won awards

within various organizations. Proctor

from the Chicago Federation Advenising Clubs, the New York An

Director Club, Woman's Day, the Frederick Douglas Humanitarian Award (1975) and was

namedChicago'sAdvertisingWomanof theYear in1974.7'o Pr*torisamemberof the
Chicago Urban lrague, People United to Save Humanity (PUSH), Chicago Media

Women, National Association Radio Arts and Sciences, Women's Advertising Club,
Female Executives Association International Plaform Association and is a Smithsonian

Institution Associate. She has held directorships with the following organizations: the
Chicago Economic Development Corporation Board, the Better Business Bureau, Bingham
Companies, The Executives' Club of Chicago, Cosmopolitan Chamber of Commerce,

Mid-City National Bank of Chicago and Illinois Bell Telephone.

She is also a trustee

of

Mundelein College and Talladega Co[ege.zTl
The researcher was surprised to find that, despite Proctor's national prominence,

vinually no public information was available about her after 1986. Her listingrnWho's
Who of AmericanWomen provided information on awards she had received and some

other details. From this listing, it appeared that she had not remarried or had other children
after the son she had had in her first marriage. There was also an Internet listing of
advertising agencies in the Chicago area which included an address and telephone number

for Proctor and Gardner Advertising which appeared to be current

as

of 1998. Though

these lisrings seemed to indicate that Proctor and Cardner Advertising was still in business

in 1998, there was nothing to indicate whether the agency was thriving or troubled. At
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the

apparenr height of Proctor's fame in the 1980s, the fact that she was a successful black,

female founder and owner of a successful advenising agency in a major market made her a

rarity and gained her considerable attention. The rapid growth of women-owned
businesses began at about the same

time. The researcher wonders whether the agency fell

on hard times, or whether the increasing numbers of women entrepreneurs, many with

compelling success stories of their own, are receiving the attention from the media that
Proctor used to receive.
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Conclusions and Recommendations

Current research indicates fte existence of a so-called glass ceiling; however,
questions remain as to its nature: whether

it will

cease to be simply as a result of cturent

trends following their course or whether intentional (including governmental) action
be required to eliminate

it.

will

Those who dispute the existence of the glass ceiling argue that

the vast majoriry of women crurently lack the credentials and years of experience achieved

by the men who have attained the highest levels of corporate management. While in
general, women and minorities as a group have not earned the sarrre number or level

of

educational and other credentials needed to advance, recent data indicates that when these
factors are taken into account, white males still receive the highest positions in
disproportionate numbers. What proponents of the occupational pipeline theory neglect to
consider is the importance of relationships as well as sheer competence in how businesses

run. The frequency with which networking is recommended

as a strategy

for success

indicates the importance of personal interaction and comfon to effective teamwork. The
real question for advancement is how to make the decision-makers comfonable working

with people who differ from them.
The critical dynamic is that to achieve these levels of prominence and responsibility,
women must go against the life-long socialization process. Not only must women learn to
be tough, "gutsy" risk-takers, responsible, assertive and stubborn enough to be heard

(rather than passive, accorrunodating and dependent), they must be comfortable enough in
this new role that they put those they work with at ease. Because the raits of successful
CEOs are at direct odds with raditional values of how women should behave, women are

in a double-bind and simply cannot win in environments where traditional gender roles are

firmly entrenched. Because of this double-bind and because many women have found that
they can be work the hardest, most effectively and most profitably within their organization
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and

still not advance, women

are increasingly choosing entrepreneurship as a way past

these limitations.

The cases of women entrepreneurs presented in this study included a variety of

backgrounds. Some-Ash, Bartz, Owades and Proctor--{ame from families that were
struggling economically while others-Bowling and Chappell (at least early in her

life)-

came from solid middle class origins. And Judy Esffin's childhood seemed designed to
prepirre her for a successful career in technology. Carol Bartz, who did not have Estrin's
advantages,

will

be dedicating the latter pan of her

life to Erying to make it possible for

more girls to grow up with the confidence in their intellect that Estrin must have always

had. Chappell, Bartz, DeDominic and Alvarado have high public profiles, with
membership on national organizational boards and speaking engagements at national

conferences. Others-Estrin, Bowling and Dickson-appear to be focused closely on their
careers. Many of the women are married and have children; among them, Alvarado, Bartz,

Bowling and Estrin. Ash and koctor are mothers but are no longer ma:ried. Despite the
inherent gender conflict in the subject of the glass ceiling, in none of the resources
examined by the researcher regarding these cases did any of the women express hostility
toward men as a group. Despite their success and achievements and the intensely hard

work it took to earn them, many made comments describing their families as the most
important pan of their lives. Situations that must have been frustrating or painful at the
time were recounted without apparent bitterness, and often with humor; the women
appeared to view them as problems they had to solve rather than obstacles preventing their

progress. It seemed to the researcher that the women in these cases do not believe in
feeling sorry for themselves. They often seemed to make statements that being considered
not up to the task or being disregarded made them more determined to succeed. On
occasion, some of the women noted that instances of sexism did wear them down at times,
but it seemed that they were sufficiently able to regain their sense of themselves and their
confidence in their abilities.
9s

The women in these cases appear to be confident, sure of themselves and

hardworking. Each has a strong

sense

of purpose, some to the point that it could more

accurately be described as a mission. The members of minorities-Chappell, Proctor and

Alvarado-are activists within their ethnic communities; along with Bartz, DeDominic

and

Owades, they also focus on women's causes.

Within the boundaries of this study, it appears that the greater the sense of purpose
or mission the entrepreneur has, the more successful she is and the higher her public

profile. In this context, Estrin provides

an intriguing variation on the theme: her

"mission"

is technology, rather than a social cause, and while she has been very successful, she has
maintained a }ow public profile. The sense of purpose described above seems to go hand-

in-hand with the concept of ethics or integrity for these women. Barbara Gardner Proctor
is an outstanding example of taking an ethical stand by refusing to c:reate advertising
campaigns that exploit African Americans or women. This stance not only conveys her
sense of mission and social responsibility,

it also provides a clear public identity for her

agency.

The need for a clear identity points to another factor in these women's success. A
clear business identity is crucial in the marketplace to persuade clients and customers that
one business provides advantages that another does not. In this study, identity is based in
some cases on a commitment to an underserved market (Proctor, Chappell and Ash

combine commitment to social justice with business); in other cases, identity is defined by
an aspect of the changing rimes. For Alvarado and Bowling, the changing construction

industry offered them opportunities at the same time that their gender garnered attention;
advances in computer technology created opponunities for innovators such as Bartz,

Estrin, Dickson and Owades. Forging a clear sense of identity seems to require a
combination of self-confidence, courage and a willingness to take risks. Ruth Owades
devised a radical new delivery system in an established industry, a system which helped to
define her place in the market. Linda Alvarado took a large f,rnancial risk when she become
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one of the owners of the Colorado Rockies baseball team. She has expressed her

satisfaction that she took this risk and with the visibiliry it brought to her and to her

company. The fact that even the briefest mentions of Alvarado make note of her partownership of the team speaks to both the importance of taking risks and of imprinting
one's identity on the public consciousness through creative risk-taking.
Courage on many levels seems to be a defining characteristic of each of these

women. Most of them recounted tales of past sexist treatrnent, but all of them related how
these challenges spurred them to greater success, rather than allowing these incidents to

hold them back. Many of the women faced personal ragedies that would overwhelm many

people: Ash lost her father when she was still a teenager and was widowed twice;
Chappell's mother died when Chappell was only 14 years old; Banz was only eight when
she lost her mother, her father was physically abusive and she herself battled brreast cancer

shonly after assuming the leadership of Autodesk; the loss of her father when she was
twelve instilled in Owades the need to help eiun her family's living and the determination
never to be in the position of helplessness in which her mother found herself; and Proctor
spent her childhood in poverty and found her career in advertising only when a

difficult

divorce forced her to abandon her blossoming career in the music industry. To call these
women survivors trivializes their achievements. Rather than being blocked by obstacles,
these women seemed to use them as stepping stones on their path to success. Rather than
escaping painful experiences by focusing on a fantasy of what

life should be, these women

embraced these experiences for the wisdom they gained from them. Mar',y of these women
are using their positions of power to empower other women, to tell them that personal

autonomy and success are consistent with having love and a family, not opposed to them.

As Mary Kay Ash maintains, love and family relations are enhanced by a woman's
confidence and belief in herself. It is no coincidence that Mary Kay Cosmetics allows its
saleswomen to set their own pace and schedules, allowing them to make thEir families their

top priority as they control how they earn their money. Making this change in one's
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thinking, enjoying life with all its challenges and painful times rather than wishing for a life
that exists only in romance novels, suggests the possibility of healing the double binds. As

increasing numbers of women are successful in leadership roles, the definition of what is
perceived as feminine is likely to expiurd to embrace competence rather than frailry and the
need to be protected, much the way the current standard of beauty is based on an
appearance of health and srength.

In a similar vein, as the shortage of available workers puts pressure on
organizations to accept a diverse work forcE and to accommodates its needs, such as
more flexible work schedules to allow maximum family time, it seems likely that workers

will

be valued more on the basis of the overall quality of their work and active contribution

to the bottom line rather than strict conformity to one particular style or appearance. While
the slowness with which this diversity rises from the lower levels to the management levels

frustrates some minority members, the fact remains that this change is occurring, albeit

gradually. As diversity in the work force increases, it seems likely that the characteristics
that make up a team player may expand to include greater emphasis on creativity,
innovativeness and individuality, provided that these traits are tempered by sensitivity

toward others.
The two themes that emerged repeatedly throughout the literature, the imponance of
having a mentor and the importance of networking, address strategies for becoming a team
player, for learning the corporate culture and for learning what components comprise the
big picture within one's particular industry. It is interesting to note, therefore, that in only
one of the case studies in this paper was the influence of a mentor discussed (e.g., Judy

Estrin's mentor, Vint Cerfl. It is impossible to say with certainty whether this fact reflects
a limitation regarding the sources and information available, whether the other women

achieved what they did vinually on their own, or whether Moore and Buttner's concept of
the
a

o'organizational

incubator" may help to explain the success of women who did not have

277

mentor.- If some of these women did indeed learn to run their businesses without
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the

benefit of a mentor, it may be that they used their previous work experience and keen
powers of observation to help them gain some of the knowledge mentors generally

provide. It may be that women in these case studies used a similar strategy, intentionally or
not; it may be that when writers profile women entrepreneurs, they do not focus on the
issue of mentors because they may believe that it detracts from the accomplishment of these

prominent women if it appears that they had "help." It must be noted, however, that in
addition to the information mentors impart on their prot€gds, they also tend to serve as
advocates for them to the high-ranking individuals in the corporation and the industry.

Thus, if the fact that mentors are scarcely mentioned in these cases is indicative of reality
rather than the writers finding that pan of these women's stories less than compelling, it
may provide an additional reason why these women felt compelled to become entrepreneurs
rather than remaining in the corporate structure.
The imponance of networking is demonstrated far more clearly in these case

studies. Emma Chappell is one remarkable example: her community work gives her a high
public profile that garners business for her bank as well as affording her personal
satisfaction" Likewise, networking is at the very foundation of how Mary Kay Cosmetics
operates. Carol Bartz is an example of the more traditional understanding of networking.
Contacts she had made while second in command at Sun MisroSystems were impressed

with her work there, and were instrumental in bringing her to her position as CEO of
Autodesk.
The women in this study arc a diverse group, and they have demonstrated that there
are many paths that lead to success.

All of the women worked to gain the necessary

educational and experiential credenrials to manage their organization at the highest level.

All of them have worked

hard and borne the weight of great responsibiliry in achieving

what they have. The question remains, then: have these women found entrepreneurship to
be the greatest opportunity to achieve autonomy and success? Has

it provided them with

emotional and material satisfaction? While it can only be speculated how the happiness and
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success each women has now would compare to the

life she would have had if she had

pursued one of the other four alternatives open to her when she encountered the glass

ceiling, such speculation is important in considering the value of entrepreneurship against
the other alternatives.

In most cases, it is clear that entrepreneurship has been a better option for these
women than staying in the same organization and urying to remake themselves into the
perfect executive for that organization. Ash and Chappell stand out as examples of women

who had already tried everything to achieve that end, but who found that the glass ceiling in
their respective organizations was unbreakable for them. It would have been nothing short

of tragic if any of these women had accepted the fact that there would be no further
advancement for them within those organizations but stayed anyway, abandoning their
hopes and ambitions. Yet

if

they did not have the self-confidence to believe in rhemselves,

to know that their talents ranged far beyond what the corporate heads perceived, their full
potential would have remained unrealized and the glass ceiling in their former organizations

would have continued to stand unchallenged. As an example, people in Philadelphia and
beyond would have been literally poorer if Emma Chappell had accepted the limits the
leadership of Continental Bank had imposed on her, and their opinion about her potential
and her proper place.

It could be argued that u least some of these women may have found

a high level

of

success within other companies in the same industry as that in which they encountered the

glass

ceiling. Yet given the shortage of leaders in comparison to what society

needs, and

the fact that these women have proven themselves qualified and capable to run a business,

what good comes of their selling themselves shon? In this context, it seems appropriate to
note once again that the number of people employed by women-owned businesses in the

United States exceeds the number of those employed by Fortune 500 companies

worldwide. When women reach their full potential, it has not only tremendous personal
benefits for these individuals, but economic benefits for society as a whole.
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Finally, ttre alternative of retiring or moving out of the world of work was simply
not appropriate for most of the women in these cases, and certainly not as a long-term

solution. For mothers supponing their families, as Ash, Proctor and Chappell did, the
need to feed their children meant that they needed to work; there was no other realistic

option. In the future, this altemative may become less of

a distinct choice as the needs

of

families and the demands of the workplace become an increasingly integrated. As
increasing numbers of women enter the occupational pipeline, it seems likely that
companies overall

will become more flexible in order to accommodate the needs of working

mothers because working mothers will comprise an increasing percentage of these
companies' managers in the future. Bartz's company is already at the forefront of this
movement, placing a priority on the happiness of its employees and the well-being of their

families, a priority that pays off in the loyalty of its employees. Civen the lengthening of
the average American's lifespan, the uncertainty of the future of Social Security and the

diminishing work force, the concept of retirement may also undergo a major overhaul.
In addition to these changes, the workplace has undergone other radical shifts in the
past decade. Large-scale corporate mergers and heavy international competition from an

increasingly global economy demanded that companies reduce redundancy and maximize

productivity, which brought on the trend of downsizing that has changed how companies
approach staffing, possibly

forrr.r."'

Placing a higher priority on productivity than on

workers on such a large scale means that the job security employees formerly took for
granted has virtually become a thing of the past. While corporate managers and business

publications bemoan the decrease in worker loyalty and the difficulty of finding good,
trustworthy employees, these problems are a natural result of the trends mendoned above.
Under these changing circumstances, it is wise for all workers to take an active role
in their own professional development, to become life-long learners able to adapt to the
rapid, technology-driven changes in the modem marketplace, to arm themselves against
possible encounters with skills obsolescence, ageism and economic downturns. As noted
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previously, it is panicularly important that women change their thinking from the
expectation that a husband will provide for their financial needs throughout their lives,
because this is no longer a realistic picture of the future

for many women.

Cregorsky's observations on women entrepreneurs seem panicularly relevant in
this context. To Gregorsky, the growing number and economic impact of women-owned
businesses is a virtual revolution that provides the best hope

for women to achieve

economic and political equality. In a capitalistic society, the powerful people are those who
have money; legislation, however well intended, cannot change this

fact. Cregorsky

appears to view the divergent viewpoints of some feminists and conservative politicians as

petty ideological squabbles that are too entrenched in old ways of thinking to even see the

turning tide of women who are starting their own businesses and thereby creating their own

po*"r."*

Th* stories of these women business owners, whether they have small

businesses or large, provide lessons of strength and hope for all of us as they build their

futures on both opportunities and adversity.
Women of this and future generations will have to accept the virtual certainty that
they will need to work and to be financially self-supporting throughout their lives and,
therefore, should make educational and occupational plans to maximize their potenrial. In
this regard, it is important that women learn the value of entrepreneurshiSboth the
attitude and skills associated with

it-and

how it can benefit them within an organizational

structure or in their own business. The traits required for success-both as a corporate
leader and as an entrepreneur-make clear the importance of females taking an intentional,

pro-active approach to planning their futures. While femininity and charm can be assets in
business, dependency and abdicating responsibility never
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will

be.

Recommendations

for Further

Study

Further research needs to be done on women entrepreneurs. Moore and Buttner
noted that a major motivation for doing their study was the lack of solid research on this

topic. Given the volatility of this situation-that is, the dramatic rise in the number of
women starting their own businesses-information on women entrepreneurs will likely be
perceived as more important as this group's economic power increases. One specific
question to address is whether the impressive rate of success women business owners are

currently enjoying will continue to increase, or if it will decrease over the next several
years. More generally, will the trend toward starting small businesses continue or will
some small business owners return to, or be absorbed into, corporate environments?

Further research also needs to be done on women executives. Three issues should
be addressed. First, the authors of the CCL study noted that as they embarked on their

study of women executives, many people they interviewed expressed strong, and strongly
divergent, opinions on the ability of women to advance to the highest levels of corporate
hierarchies, but these people had little, if any, data to back up their statementr."t Th*
authors further noted that in order to find 76 participants for their study who were from

Fortune 100 companies and who were in general management or one step below (the
criteria necessary to establish a study parallel to their previous study on male executives so
accurate comparisons could be made), they had to approach several more organizations to

obtain their panicipants. It would be helpful, therefore, to recreate this study periodically
to assess what progress,

if any, executive women

have made. In addition,

it would

be

informative to revisit the original study panicipants periodically to see how their situations
have changed. The authors of the CCL study did this once, connecting with 22 of the

original participants; it would be helpful to do additional updates, striving to ger a larger
percentage of response,."

u
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Second, Bools claims that women are sought for and offered lucrative upper
management positions far more frequently than glass ceiling theory proponents or

opponents suggest. This is a topic that begs further study. Bools states that most of these
women either refuse such offers or, even likelier, refuse to be considered for them because
they place a higher priority on maintaining their personal relationships than they do on
developing their careers. Bools' as$ertions are at odds with both sides of the argumenr

over the glass ceiling. Further srudy should be done to verify Bools'observations.

Third, what was the impact on executive women of the dramatic downsizing thu
occurred in many corporations from 1985-95? Did their comparatively lower salaries
insulate women middle managers from being let go, or what criteria were used in
determining which individuals remained with the company with grcater responsibility and
the same or less pay? The downsizing trend appears to have benefited many companies in
the short run, but has diminished employee loyalty and commitment, increased consulting
costs, and because of the low unemployment rate, increased the

difficulty of holding on to

good employees. Are there special implications in this situation for the opportunities for
women as a group to benefit?

Finally, further research needs to be done on the attitude of girls toward their own
future employment. The studies on teenage

grls' low self-esteem

seems to indicate that an

intentional effon will need to be made to encourage girls to dream of a future in which they
maximize their potential as well as receive appropriate financial recompense for their work.
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